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BACKGROUND 

EXECUTIVE SUMMARY 

This mid-term evaluation of USAIDIEI Salvador's Environmental Protection Project (EPP) was 
conducted from April 21 to May 30, 1997. The evaluation was conducted by a team of specialists 
&om Cambridge Consulting Corporation (CCC). This report reflects the findings and assessment 
of the Cambridge team based on the information available to them. The purpose of the evaluation 
is to assess the mid-term progress of three Project components: 1) environmental policy reform, 2) 
demonstration of benefits, and, 3) environmental education. Recommended midcourse corrections 
are to fully contribute to the Mission's Environmental Strategic Objective #4, including the new 
emphasis on water as a cross-cutting focus. Abt Associates, with Winrock and RONCO as sub- 
contractors, is the technical assistance contractor for the first two Project components, and the 
Academy for Educational Development (AED), through a buy-in to their centrally-funded GreenCom 
Project, is the technical assistance contractor for the third component. Abt commenced 
implementation activities in June 1994, and AED (GreenCom) in March 1994. 

Major obstacles to implementation progress have included an unusually high level of institutional 
instability and key management personnel turnovers. The Executive Secretariat for the Environment 
(SEMA), originally attached to the Minisby of Agriculture (MAG), has been relocated uithin three 
different ministries, and on June 1, 1997, SEMA merged into the new Ministry of Environment 
(MIMA). Important management personnel turnovers include three Directors of SEMA, three 
Ministers of Agriculture, four USAID Mission Directors, numerous changes of supemisors of the 
USAID Project Manager, two USAID Project Managers and three Abt Chiefs of Party [COPS) since 
the Project began. This difficult implementation atmosphere was further exacerbated by differences 
about Project implementation that arose between one SEMA Director (7194-296). and the Abt team 
(and USAID Project Manager). These extenuating circumstances have been considered in evaluating 
the cgurse and pace of implementation. 

PRINCIPAL FINDINGS AND CONCLUSIONS 

1. Progress towards achieving expected results has been mixed. Major contributions have been 
and continue to be made to increase awareness and concern about environmental problems by 
policy-makers, stakeholders and the general public, and in developing mass media capacities 
to continue this process. There is some notable progress in internalizing selected institutional 
capacities to develop and implement environmental education activities. Ho~vever, there has 
been no significant progress in enhancing a national capacity to carry out environmental 
protectionand natural resources management (WNRM) policy reforms or in achieklng specific 
policy reforms. (It should be noted that the recent creation of a full fledged Ministr). for the 
~nvironm&t, for which USAID and the Project deserve some credit, may provide cause for 
optimism for future progress in policy reform.) There have been mixed results in developing 
and diffusing small firmer NRM technologies and no significant progress in enhancing related 
institutional capacities. 



2. Major activities in policy reform have been assistance in preparation and public consultation 
of a draft comprehensive environmental law, a draft forestry law and a draft protected areas Ian. 
Work also has been initiated and continues on preparation of a forestry incentives la\v. 

3. The policy reform process used in preparation of these draft laws needs to be reviewed and 
improved. Essential steps previous to legislative drafting include: 1) legal baseline and other 
analyses and, 2) formulation, consultation and internalization of a policy strategy. agenda, 
framework and s~ecifications for the EINRM wlicv area of focus. Corrective action is needed 
in the reform process supported by the Project. The appropriate process and steps required are 
discussed in detail in Annex G to the evaluation report. 

4. The participation process carried out with Project support has contributed significantly to 
raising awareness and concern about the environment among stakeholders and the general 
public. The group dynamics methodology applied would have contributed even more to 
consensus building if the materials under discussion had been strategy, priorities (agenda) and 
principles @olicy framework) instead of a draft law. 

5. Augmenting and training CENTA (Centro de Tecnologia Agropecuaria y Forestal) extension 
agents initially strengthened institutional capacity for transferring soil and water management 
and agro-forestry technologies to the target population of small, hill side farmers in the 
demonstration area (DA). Removal of counterpart-funded extension agents from CENTA in 
late 1996 and creation of a parallel group of Green ProjectISEMA "training specialists" with 
NGO supervisors has slowed progress in achieving DA objectives. 

6 .  For a number of reasons, a decision was made in mid-1995 to initiate a Community 
Conservation Program (CCP) to assist in installing latrines, stoves. wells and pumps. This has 
diverted financial and technical resources from testing NRM practices and transfer 
methodologies, and seems more appropriate for the Mission's health strategic objective. 

7.  GreenCom has made good progress in assisting to establish environmental education and 
communications (EWC) technical units in the Ministry of Education, SEMA and the Parks and 
Wildlife Division (PANAVIS) of MAG. Also, it has assisted the Ministry of Education to 
prepare teacher guides for including environmental topics in primary education. 

8. GreenCom has supported SEMA environmental media campaigns and worked with 
environmental journalists, newspaper and television channels to develop and disseminate better 
quality environmental information. A national environmental journalism awards program has 
been created. These activities have contributed significantly to increased quantity and quality 
of coverage of environmental issues by major newspapers and television channels over the past 
two years. 



MAJOR RECOMMENDATIONS FOR MID-COURSE CORRECTIONS 

General 

Abt activities and GreenCom activities should continue to be programmed and managed 
separately, although close coordination is necessary, especially between demonstration area and 
GreenCom activities. 

As soon as possible, the Abt "Green Project" operation should relocate with and be 
incorporated into the MIMA Despacho Ministerial as the National Environmental Protection 
and Natural Resources Management Improvement Project (ENREM) Unit. The Green Project 
name and logo should be eliminated immediately. A national director should be appointed as 
the manager of ENREM, reporting directly to the Minister. Project administrative and logistic 
support staffing and costs should be primarily from counterpart funds. 

A common annual and LOP action plan for the policy reform and demonstration area 
components should direct activities for both USAID-funded Abt advisors and counterpart- 
funded professional staff. Policy reform TA advisors should be attached to and housed with 
the MIMA Office of Policy Reform, and demonstration area TA advisors probably should be 
attached to and located with MIMADGRNR in San Salvador, and with the CESTA agency 
office in the Cara Sucia demonstration area. 

The institutional and implementation arrangements proposed will greatly reduce Abt expamate 
administrative, programming, reporting and technical management responsibilities. Like\\7se. 
Abt local-hire administrative and logistical support staff requirements can be reduced 
substantially. Once new arrangements are agreed with the GOES, staffing requirements should 
be reviewed to bring Abt staffing into conformance with sharply reduced management. 
administrative and logistic support requirements. 

Policy Reform 

High priority activities to be included in the revised 1997 and LOP action plans are recommended 
below. These are discussed in more detail in the evaluation report and Annex G. 

SHORT-TERM (2-6 MONTHS) 

Long-term and short-term expatriate advisory assistance, supported by local-hire technical 
specialists, should address the following: 

1. As sGon as possible, develop a skeleton institutional framework and organizational 
structure for MIMA, including a detailed organization of the policy reform oflice (attached 
to the Desoacho hlinisterinl). 



2. Reformulate the overall EYNRM and a forestry sector policy vision, strategy. agenda and 
framework, based on existing materials generated by the Project and otherwise: consult 
and internalize as described in the main report and Annex Ci. 

3. Based on the internalized policy h e w o r k ,  reformulate current draft laws, e g .  a general 
environmental framework law (ley de bases) and the forestry law. This is important 
because of high expectations that have been raised by Project-sponsored popular 
consultations and the need for the new Minister to produce tangible results to establish his 
credibility. 

4. Initiate appropriate legal baseline analyses (restatements) in accord with priorities of the 
policy agenda (explore possible use of law students with faculty supervision/participation). 

MEDIUM-TERM (6-24 MONTHS) 

1. Initiate the policy reform process for the water sector, including legal baseline analysis. 
etc., as described in evaluation report and annex. 

2. Initiate a coordinated policy reform process for a unified watershed or sub-watershed 
approach to addressing environmental problems, e g ,  local formation of watershed'sub- 
watershed authorities. 

3. Continue appropriate legal baseline analyses, especially related ro facilitating and 
promoting municipal and local community initiatives and actions in water. and incorporate 
the results into the policy reform process on an ongoing basis. 

Demonstration of Benefits 

1.' Shift community health-related programs to the health strategic objective. SOs3. 
Coordinate future work with the SO#3 team. 

2. Review the geographical focus of DA activities. We suggest concentration on the San 
Francisco MenendedCara Sucia sub-watershed (horn El Imposible to the Barra de 
Santiago), and that the Project continue to assist in developing a watershed management 
plan for this area to serve as a model for replication in other watersheds. This \\ill help 
the Project and CENTA in targeting work on NRM practices, identifying do\\nsueam 
priorities, and providing the structure for other objectives and for GOES water-focussed 
activities in the watershed. 

3. h e & e  NRM technology development and transfer activities with CENTA and assist in 
developing materials and programs for diffusion in the DA and other areas of the count?. 

4. Develop simple whole-farm records applied to model promoter farms to measure changes 
in factor productivity, production and disposable incomes as a result of adoption of 



improved NRM practices. Achieve agreement on how the farmer-promoter program \\ill  
be continued, assuring that CENTA is fully engaged to facilitate continuation of this 
activity after the Project ends. 

5. Continue to provide technical assistance to SALVANATURA, especially in designing and 
implementing actions in buffer zones. 

Environmental Education 

Assist MIMA to develop a symbolic image (a fictitious character) to be the environmental 
spokesperson for annual environmental campaigns. 

Prepare a plan for transforming the existing GreenCom staff and institutional infrastructure 
into a national. fee-based senice NGO to continue important environmental education and 
communications services after the Project ends. GreenCom should remain in its present 
offices (outside of the MIMA location) to facilitate transformation to a service NGO. 

MAJOR ISSUES RELATED TO FUTURE PROJECT ACTIVITIES 

The main report also discusses and provides recommendations for three issues considered to be of 
major importance to future Project activities: 

Water as a cross-cutting focus. We recommend a locally formed and managed watershed sub- 
watershed focus to serve as a unifying and integrating planning and mplementing xehlcle that 
guides multiple interventions related to water. 

Institutional Strengthening. We recommend that this continue as a high priorit). objective in 
order to improve prospects for sustainability, and to achieve continuing progress after the 
Project. 

National and Municipal Focus. We recommend continued engagement in policy reform at the 
national level, while also providing assistance that enhances capacities of municipalities to act 
locally to regulate water use, protect water quality and reduce water degradation (including 
assistance to formulate policies that facilitate and promote municipal and community initiatives 
and actions). 
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I. INTRODUCTION 

A. BACKGROUND 

The Environmental Protection Project (EPP) was authorized on April 1. 1993 for S20 million 
in Grant Funds and $7 million in GOES counterpart funds. The Project is divided into four 
major components: Environmental Policy Formulation and Reform. Demonstration of Benefits. 
Environmental Education, and NGO Strengthening. The Project Completion Date is March 3 I .  
1999. 

This mid-term evaluation of the EPP was conducted for USAIDEI Salvador during the period 
April 21 through May 30. 1997, by a Cambridge Consulting Corporation team composed of 
John O'Donneli, Team Leader and Institutional Developmenf/Management Specialist. Dr. Fred 
Mann, Natural Resources Policy Specialist. Robert Peck. Natural Resources Management 
Specialist, and Raymond Dodd. Environmental Communications Specialist. 

The purpose of the evaluation is to assess mid-term progress for three of the Pro~ect 
components (Environmental Policy Reform, Demonstration of Benefits and Environkenral 
Education) and recommend mid-course corrections to facilitate attainment of Environmental 
Strategic Objective #4. including the new emphasis on water as a cross-cutring issue. 

Other objectives of the evaluation include suggestions for changes in the original Pro~ect 
Agreement and technical assistance contracts to reflect current Mission priorities. 3ssessmsnt 
of host country capability and commitment to achieve the purpose and obiectives ofthe Pro~ect. 
discussion of the impact of the Project on the target population. and preparation o i a  summary 
of "lessons learned". 

Upon arrival in country, the Cambridge team reviewed relevant Pro-iect documentation (See 
Annex E for list of documents consulted). A full interview schedule was completed during - 

weeks two through four, including meetings with key Project personnel. national counterparts. 
USAIDIEI Salvador staff, personnel from relevant GOES agencies. and s ta f iofa  number of 
NGOs working in environmental protection, natural resources management and environmental 
education (See Annex C for a list of individuals and agencies contacted). Team members made 
field visits to the Project Demonstration Area, to selected alcaldias municipales. and to other 
sites outside of San Salvador where Project-related activities were taking place (See Annex D 
for a schedule of interviews and field visits). Presentations of team findings, conclusions and 
recommendations were made to the SO#4 team. the LiSAlD Mission Director and other 
interested USAID personnel. 

- 
The evaluation is divided into six parts: a background section \vhich provides the 
environmental, political/economic and institutional settings. a brief description of the Proiect. 
the team's findings. conclusions and recommendations. a discussion of malor issues. gender 
issues and a summary of lessons learned. 



B. PROJECT SETTING 

1. ENVIRONMENTAL SETTING 

Current environmental conditions in El Salvador and the dynamics of continuing 
degradation threaten future social. economic and political stability. and are a serious 
barrier to future development. 

In pre-colonial times, El Salvador was covered with forests. Currently. only about 21?b 
of the country remains under forest, including mangroves on the coast and coffee gro\bing 
areas with inter-planted tree cover. Deforestation occurs principally for conversion of 
wooded land to agriculture. This degrades water sources and reduces infiltration. resulting 
in reduced year-round stream flows, decreased aquifer recharge. and increased siltation of 
waterways and estuaries. Approximately half the population of El Salvador is rural: many 
of the rural poor struggle to subsist by farming steep slopes using unsustainable farming 
practices. 

A predominant concern is unsustainable management of land and Lvater. El Salvador's 
natural resource base is deteriorating daily. Soil erosion already has seriousl\ degraded 
more than 50% of all land currently under cultivation. In rural areas. fuel wood accounts 
for 92% of the energy consumed. Most fuel wood used in rural areas is not purchased hut 
gathered from scrub lands. from clearing of fields. and by pruning fence ro\vs and 
individual trees. 

The situation is discouraging for quality and sustainability of water resources. Ninety 
percent of the country's rivers are severely polluted mlth sewage. agricultural runoff. 
industrial waste and sediment. Siltation of coastal estuaries and deforestation of mansrove 

. forests seriously damage the food chain for shrimp and fish. This affects anesanal and 
commercial fishing interests. To illustrate, the catch of white shrimp has declined 60% 
during the last 20 years. Three times the trawling effort now is required to hamest the 
same catch. 

A 1991 rural water quality study reports that fecal contamination in eleven \\-ells and 
nineteen river samples in the "Barra de Santiago" area exceeded by more than 200 times 
World Health Organization standards. Intestinal diseases from such contamination are the 
leading cause of death among children in rural areas. The promotion and adoption of high 
cash,.input "green revolution technology" has increased the use of pesticides and 
herbicides, aggravating contamination of surface waters from agricultural runoff. 

- 
Highly skewed agricultural land distribution continues to affect income distribution in 
rural areas. According to a 1994 World Bank study. 87% of all farmers cultivate 2 5 O , 6  of 
the land area dedicated to agriculture. Most basic grains (corn. sorghum and beans) are 
produced on these small farms. most less than 3 hectares (Ha.) in size. \\'omen provide 
approximately 40% of the labor used on these farms. Many of these small farms are 



located on moderate to steep slopes where use of traditional fanning methods contributes 
to continued land degradation. 

Land clearing by rural families, seeking access to land for culti\-ation. causes soils to lose 
their capacity to absorb water and retain moisture. Current agricultural practices, cattle 
grazing on stubble, and direct rainfall unbroken by forest cover. compact soils and 
continue to exacerbate poor absorption and rapid runoff problems. These conditions lead 
to flooding during the rainy season and drought during other months. 

Given the scarcity of water and the increasing impoverishment of rural farn~lies farming 
steep hillsides, it is urgent that assistance be provided to strengthen national and local 
institutional capability to introduce sustainable income-increasing technologies that limit 
and repair environmental deterioration. An appropriate policy environment can create 
conditions and facilitate acceptance by farmers of environmentally friendly farming 
technologies and practices. To achieve this result. these policies must assure that short and 
long term costs and benefits are shared equitably among adopting farm families. the local 
community, and society in general. 

2. POLITICALlECONOMIC SETTING 

With the signing of the peace accords, El Salvador embarked upon a massive 
demobilization and economic reconstruction effort. Dealing directly with environmental 
policy concerns has not been of the highest priority. f'anicipation by El Sal\ador in 
regional environmental institutions and initiatives. combined \vith encouragement by 
USAID/EI Salvador and assistance from the USAlD regional RENARU Project. resulted 
in creation of CONAMA and SEMA in 1991. At the same time. US.AID k e a n  a long 
process of designing the EPP Project. Taken together. these activities contributed to 

, growing attention to environmental problems during the reconstruction period. 

Even though CONAMA and SEMA were created, political will and commitmznt to 
activities of and support for these institutions were not forthcoming. CONAb1.A never 
became functional. The limited budget of SEMA and its status as a dependency of first 
one ministry and then another did not permit an environmental voice in cabinet-level 
deliberations. Additional indicators of the relatively low priority accorded by the GOES 
to environmental matters between I991 and the end of 1996 include the abnormally long 
process (1991-93) required to design and reach agreement on EPP. and the delay of one 
year . in . meeting conditions precedent. 

The fact that the EPP PROAG was signed just days before a newly elected government 
took office (though the same party remained in power) led to further political debilitation 
of the good intentions of the Project. Combined with a political appointment to the head 
of SEMA who replaced a professional with environmental background. the political status 
of SEMA was further weakened. Subsequent poor management caused SEM.4 to become 



an ineffective and discredited organization in the opinion of man! knowledgeable 
observers. 

Nevertheless, while political level support for increasing environmental pol~cy attention 
stagnated, public awareness and concern, and available information about environmental 
matters, increased dramatically. EPP contributed significantly to this process. \vhich 
included considerably heightened awareness and concern by policymakers and 
stakeholders. 

Thus, what failed to be achieved in the 1991-95 period by strengthening COSAb1.A and 
SEMA, was advanced through an effective alternative political route, i.e.. influencing 
public opinion to demand more forceful action. This, combined with mid-term National 
Assembly elections that strengthened representation of environmental interests. motivated 
the GOES recently to authorize establishment of a ministry-level environmental policy 
reform and advocacy organization, the Ministry of Environment (MIMA). .An 
experienced environmental advocate has been named as its first minister. This suggests 
that during the final two years of the current administration. environmental considerations 
will receive increased attention. 

Increased recognition of  the economic dimensions of environmental problems also has 
occurred since the Project began. The loss of storage capacir). behind hydroelecrric dams. 
environmental damage to coastal habitats that has damaged the shrimp industn and other 
coastal economic activities. and increasing costs of supplying e\ser-lower qualip water for 
human consumption. all highlight these economic concerns. This has led to at least one 
effort (by CODESIFUSADES) to analyze economic implications of environmentally 
friendly policy changes. This also has engendered a more favorable attitude by AS1 
(Asociacion Salvadoreiia de  Industriales) and its member industries t o w r d  serious 

I consideration of policy options to ameliorate these problems. There appears to be a 
recognition that in the absence of substantial investment in clean technology now. i t  may 
soon become necessary to prohibit or greatly limit industries that are hea\y polluters. 
Likewise, there is a growing understanding that corrections now are much more cost- 
effective than corrections made after further deterioration. At the same time. more 
information is becoming available locally to show that investment in clean technology 
often can increase profitability. As an example, AS1 and ANEP (Asociacion Nacional de  
la Empresa Privada) recently entered into an arrangement with (United Sations 
Industrial Development Organization) to establish a clean technology center. This could 
make , . a major difference in the availability of information and technologies to local 
industry for reconversion to clean technoloev. Another example is the .Association of -. 
~mall&d Medium Bakers and Shell Oil Company \vorking togciher to promote and assist 
bakers throughout the country to convert wood-burning ovens to propane. 

Growing restrictions on international trade by pollutine industries also are important 
inducements to invest in clean technoloyy. More effort needs to be expended to introduce 
the GOES and local industries to such non-threatenine approaches as I S 0  14000. This 



could motivate industrial firms to move more rapidly to address pollut~on problems as an 
integral part of their production and marketing strategies 

More information on current and future public sector and socictal costs of environmental 
damage and degradation is available now than three years ago. For example. 
CODESFUSADES recently estimated that environmental degradation costs Salvadoran 
society in excess of $500 million annually. More and better information is urgently 
needed. Information such as costs of maintaining public health and the losses in 
productivity, as well as costs of lost economic opportunities because of renewable natural 
resource debilitation or destruction, are powerful allies in the effort to convert public 
concern about environmental problems into improved environmental policies and 
practices. 

3. INSTITUTIONAL SETTING 

The institutional setting within which the Project operates is complex and confusing. s i t h  
many players in the public sector, the NGO community and the private sector. 

Within the public sector. key organizations involved in EMRM have k e n  the Executive 
Secretariat for the Environment (SEMA) and dependencies of the Ministn of .4griculture 
(MAG), including the Directorate General of Renewable Natural Resources (DGRXR). 
the National Parks and Wildlife Service (PANAVIS). the Center for .4gricultural and 
Forestry Technology (CENTA), the Center for Fisheries Development (CESDEPESC.-\). 
the Agricultural Sector Planning Office (OSPA). and the Office of Agricultural Policy 
Analysis (OAPA). Other public sector organizations involved in environmental matters 
include the Ministry of Public Health and Social Assistance (MSP.4S). the National 'A'ater 
Administration (ANDA). the Rio Lempa Hydroelectric Commission (CELL and the 

, Ministries of Economy. Finance and Education. Hopefully. the recently created Xfinistn 
of the Environment (which will absorb SEMA) and the proposed water regulator)- 
authority will help to sort out roles, responsibilities and relationships among the public 
sector entities involved in environmental matters. 

The institutional scene is even more crowded in the NGO sector. Table 1 provides a list 
of the principal NGOs in the environmental education. environmenral protection and 
natural resources management and conservation fields. along nith their pr imaq areas of 
focus. Section II1.G provides a more detailed discussion of general strengths. weaknesses 
and needs for assistance of key environmental NGOs. as \veil as some thoughts on their 
p t e k a l  role in the future. 

- 
Of pa&ular importance to the NGO community is FlAES (Fondo lniciativa para las 
Americas de El Salvador) which was established under a L;S,GOES acreenlent signed on 
June 30. 1993 as a debt for development swap which forgavc pan of the GOES debt to the 
U.S. 'The agreement channels interest payments on thc remainins loan balance (estimated 
at $41 million over 20 years) into a fund to finance MGO environmental prcyxrs. Through 



the end of 1996. FIAES had granted some $10 million to fund 229 Proiects with 153 local 
environmental NGOs. The Canadian Government has provided S7 niillion for a similar 
fund. Fondo Arnbiental de El Salvador (I'OSAES). 

The major private sector players that have demonstrated active concern a h ~ t  
environmental issues are AS1 and major daily newspapers and television channels. . G I  
and other key private sector organizations participated in national consultations on the 
Environmental Law. With support from GreenCom. major ne\vspapers and television 
channels have increased the quantity and quality of coverage about environmental matters. 

The National Assembly. especially through the Commission for the Environment and 
Public Health, and with major support from EPP, has played an increasingly active role 
in environmental matters. The Commission was the primary counterpart to the Green 
Project for development and popular consultation of the now-stalled Environmental Lav .  

To date, municipal mayors have not played a significant role in environmental matters. 
although there is gro\ving interest and concern about environmental problems at the 
municipal level. The Codigo Municipal gives municipalities authority to protect and 
regulate the environment and public health. thereby establishing the authority ior a more 
active municipal role in regulating practices which may harm or degrade the environment. 

Added to this national mix are bilateral and multi-lateral donor organi7;ltions and related 
technical assistance providers. Under EPP. there is the .-\ht-led consoniurn which includes 
Winrock and Ronco. and the GreenCom activity of the Academy ior EJucsti~mal 
Development (..\ED). GreenCom initiated activities in-countc in \larch 1Q9-1. and the 
Abt consortium in June 1994. 

In addition to EPP. USAIDZI Salvador is funding other activities \\ith emironmental 
implications. Under SOJI (Economic Gro\\th). the mission suppons acti\ities in organic 
crop production and irrigation. SOg2 (Democracy) suppons developnient o i  municipal 
water systems. and SOg3 (Health) assists construction of community \ \3 ts r  systems and 
latrines. 

The Inter-American Development Bank (IDB) has approved a S30 million Project ior the 
Upper Lernpa River LVatershed. IDB also is developing a S50 million vater and se\\ase 
loan and a $50 million solid waste disposal loan for areas outside of San Salvador. In 
addition. it is financing a technical assistance effort with SE1I.A to establish an 
environmental information system (EIS) and an environmental impact assessment (El-\r 



TABLE 1: NON-GOVERNMENTAL ORGANIZATIONS IN EL SALVADOR 

NGOs 

AMAR (~wuaron Amblenlal A W R )  

ASAPROSAR (~smac@ 
SalvadaeM Pro SaIc-3 Rural1 

ASOClACldN MONTECRISTO 

ASPAGUA (Awr*wnn Sabdm?m de 
Profestmles de Agua) 

CAS (CaMluncaewes Ambentallstas 
Salvadaems) 

CEDRO (centro ~ d u r a t l o ~ l  para ei 
DeSardlo Rural) 

CEPRODE (Centrode PmtRaon para 
DeSaslres) 

CESTA (centro S a l w e &  de 
TRndaJia Apropada) 

FUNDALEMPA (Fundaodn Rio 
Lempa) 

FUPAD [Panamencan Devdownent 
Fwmatlon) 

FUTECMA (Fundwon T h l c a  Pro 
Medo Amblente) 

ACTIVITIES 

Turtle Protection Pro~ect 

Health, soil conservation. reforestation, graln storage, brown 
projects. 

Reforestation, white tail deer project, environmental educat~on 

Environmental education, watershed conservation, -gavlonesV. Las 
Marias watershed. Chinameca. San Miguel. 

Environmental cornmunlcatlon, pr~marily journalism. 

Reforestation In Ceno Guazapa and Bosque Nac~onal de la 
Reconcll~ac~on 

Resource protect~on, reforestat~on and so11 conservation agrw 
forestry and d~saster rellef 

Appropriate technology, sustamable development water quality 
waste management Operates a b~cycle shop in San Salvador for 
b ~ k e  assembly and repalr des~gn of spec~al purpose bicyckes and 
human power machmes 

Umbrella group for environmental NGOs (legal status pend~ng) 

Develop~ng an env~ronmental agenda and a work plan to start 
env~ronmental tralnlng in July 1997 

NGO strengthen~ng 

Environmental education and Drotection. reforestat~on Walter Thilo ! - Deinmger Park so11 conservailon 

Independent applied research lnst~tute 

Ambentel I 

SALVANATURA (~alvamtura 1' Park management-El lmpos~ble Nat~onal Park 
Fundaaon Ermogm de El Salvada) 1 

I UNES (Unldad Erma~ca salvadaew Umbrella group for environmental N G O ~  



system that will consolidate activities ot' SEMI\. ,MAG. the Jlunicipal ik\elopnlent 
Institute (ISDEM). the National Police. the Ministy of Finance. the Jlinistn of Public 
Works. ANDA and CEL. 

The World Bank is funding a major activity \vith MAG which includes administrative and 
policy reform and strengthening of CENTA. 

Also, there are a number of other donors. including GTZ (the German technical assistance 
agency), the Swiss. Japanese and others, who are supporting activities in E \.R\I. 

4. ENVIRONMENTAL AND NATURAL RESOl'RCES \I,\S,\GE\lEST 
DYNAMICS 

From the beginning o f  EPP. there has been considerable turmoil within the insritutional 
setting described above. making implementation of Project tasks and activities difficult. 
It took over one year for the Government of El Salvador to provide evidence satisfacton 
to USAID that the Agreement siened on April 1. 1993 had been dulv authorized. and - - 
constituted a legal and binding obligation of the GOES. With the meeting of this and other 
conditions precedent, technical assistance providers were able to initiate activities. 

The important and delicate initial period of Project programming and definition of 
institutional management and implementation roles and responsibilities. 1va.i aiilicred by 
an unusual coincidence of political. management and technical personnel chanse.; in the 
GOES, in USAID, and in the makeup of the technical assistance team. I.ike\\isc. frequent 
stmctural changes in counterpart institutional roles and relationships further confked  
Project implementation priorities. approaches and roles. To illustrate. \tithin the fir51 
month after meeting initial conditions precedent. a new President took office. bringing in 
a set of new ministers. SEMA was transferred from the \l.AG to the SIIPI..4S and the 
USAID Director left and an Interim Director took his place. W'ithin the tirst six months. 
the SEMA Director was chantred. the initial Chief o f  Part)- (COP,  of thc .-\hi c c m o n i u n ~  
left and an interim COP arrived. the IiSAID Project Llanager changed and the first 
Demonstration Area (DA)  advisor resigned. 

Key personnel changes continued into the second six monrhs p i  the Pro-iect 
implementation, and beyond. A new USAID Director arrived. the interim Chief-of-Part) 
was replaced by the current COP, the information advisor left. and the current D:\ adviwr 
arrived. Durins the second year. the Minister of Agriculture changed atrain and SEX!.-\ 
waitransferred to the Minis tn  o f  Coordination and Economic and Social De\ tlopment 
(MICDES) when the MIPLAN was abolished and then to the Xlinistn of Foreign Aitiirs 
~ ~ ~ ~ M I C D E S  was abolished. Likebvise. US.4ID began its re-engineering ettbn.  .-\lso~ 
the second Director of SEM.4 resigned. leaving the organiwtion leaderless for ze\eral 
months. The Project's Kational Coordinator \vas changed. the consonium technical 
assistance team moved out of SEbI.4 and into its o\\n qunners. and the GRF11SCO\I staff 



was moved from Abt consortium facilities to an independent location. (See .Annex F ior 
a chronology of EPP). 

This unusual institutional and personnel instability was exacerbated by the difficulties that 
the Abt consortium (and many others including IDB. liS.AlD and MACi) had in \vorkins 
with the Director of SEMA from July 1994 to Fehman 1996. Initially. LXAID and .Iht 
worked with this Director to help address problems ivith the National Budget Office and 
the Technical Secretariat for External Financing (SEI'EFE) so that the organization could 
again receive counterpart funds. Relations deteriorated when the policy section in SEJI.4 
was eliminated and a number of qualified personnel departed. Thereafter. . A h  and I'S.AID 
were unable to maintain a meaningful working relationship with SE4l.A's leadership. 

In evaluating this Project, the team has taken into account this unusually hieh level of 
instability, in both the GOES and USAID institutional arrangements. Project direction and 
personnel. There is no doubt that it has had a strong influence on what the Pro~ect has or 
has not been able to accomplish. See Section 1V.C on Institutional Strengthening for 
further discussion of this matter. 

In October 1995, USAID arranged for an independent evaluation of the Pr+ct. \vith 
particular emphasis on institutional arrangements. 'That evaluation recommended that the 
Project disengage from SEMA and that a Project implementation unit k established 
within MAG, the official implementation entity specified in the PRO.-\ti I h e  
implementation unit was to be placed directly under the Vice-Jlinister of.-\griculture and 
headed by a national director assigned to the MAG. This national director \\as t ~ 3  become 
the primary counterpart to the COP of the Abt consonium. I h e  implementation unit \\as 
to work closely with MAG implementing agencies ( e . g  CES.I:\. DGRXK. :mJ 
CENDEPESCA). as well as \vith other public and private environmental t._rkwps. 
Cooperation and coordination with S E W 4  was to continue to the extent possible. and. it 
conditions improved. close counterpart relationships xith SEJI.4 \\ere to i.c. rene\\cd. 

USAID accepted the evaluation recommendations and proposed appropriate chmses  to 
the Vice-Minister of Foreign Relations. the ofticia GOES Prokct representati\s at the 
time. According to some sources. the Vice-Minister asked for a dela! to see u hat \\c>uIJ 
happen with the SEMA Director. who \\;as rumored to he read! to resign. .According 
the same sources, the Vice-Minister of Agriculture. who was to assume respnsibility f w  
the special implementation unit. also delayed taking action. The Abt consonium stair 
moved out o f  SEMA and into its o\vn offices in Januan 1996. The SEx1.A Ilircctor 
resigned his position in F e b r u q  1996. A successor was named 1)irector oiSF31A in Jul) 
1996. 

Even though the SEMA Director changcd in mid-1996. the Abt c~msoniurn remained in 
an independent location. Close active counterpart relationships v.ith SE\l,\ \\ere not 
renewed. Instead. the consortium operated independcntl!. rwrking nith ( i O t S  
organizations as i t  considered appropriate. During this pried. day-to-dn! \\<>rkin? 



relationships with SEMA, CENTA and other GOES organizations \\ere not the nomi. 
Knowledge transfer and institutional strengthening occur through on-the-lob trainins and 
joint implementation of activities. Even though space limitations may have been a iactor 
for not relocating with SEMA. at the least. the Policy Advisor could have shared office 
space with the new policy unit leader, who urgently needs advison guidance. 

11. BRIEF DESCRIPTION OF THE PROJECT 

The Environmental Protection Project was authorized. and the Project Agreement hetween 
USAlDiEl Salvador and the GOES was signed on April 1. 1993. The implementing entity for the 
GOES was specified to be the MAG, with Project coordination to he provided by SEh1.A. The 
Project goal is to improve environmental and natural resource management. The Project purpose 
is to halt and then reverse the degradation o f  El Salvador's natural resource base to safeguard year- 
round water supplies and rural incomes 

The Project is divided into three components: 1) Policy Formulation and Reform: 2)  Demon-stration 
of Benefits; and, 3) Environmental Education. A fourth component. NGO strengthening. was 
implemented independently through a cooperative agreement with the Pan American Development 
Foundation. 

The Policy component was to increase the capacity of SEMA and selected S G O s  to lead a 
participatory policy reform process. It was envisioned that the Policy component \vould engage in 
the following tasks: 

3 Develop a National EnvironmentlNatural Resources Ilanagernent Strategy and gain 
consensus on a policy agenda: 

.:. Improve the rules needed to execute the strategy and develop a consensus ior the 
enactment of legislation: 

'> Enhance the capacity to enforce rules and implement policies: and. 

*> Monitor progress in c a m i n g  out the Strategy to improve performance. 

The Summary Project Description in the Project Agreement calls for the Policy C o m p n e n t  to 
concentrate on four laws and their implementing regulations: Forestn Law. Fisheries Law. General 
Water Law, and the Protected Areas Law. 

The second component, - Demonstration of Benefits. called for establishment of a field demonstration 
area where the-effects of policy reform. environmental education. and improved consen.ation 
practices could be measured. 



The third component. Environmental Education. provides for assistance to the l l in i s tn  of Education. 
CENTA. DGRNR. CENDEPESCA and NGOs to establish four kinds of environmental and narurrtl 
resource education programs: 

Formal education through the priman school curriculum: 

+' Education of public audiences through mass media campaigns: 

Education through the use of interpretation sites: and. 

*% Training of extensionists in natural resources management subjects. 

It was expected that at the end of the Project. the following conditions would exist: 

' The GOES will have enacted and implemented key policy reforms in natural resources 
management, including establishing a source of financial support for SGOs.  This would 
include the regulatory and juridical framework. the la\vs themselves. and an enhanced 
capacity to monitor and enforce the new legislation: 

There will be an increased level of public support for sustainable managemrnt of natural 
resources; and. 

.:. Proven natural resource management practices and methodo1ogies for their transfer nil1 
be available for adoption throughout El Salvador. 

To implement the Project. USAIDE1 Salvador entered into an institutional contract with a technical 
assistance consortium led by Abt Associates. with \\'inrock and ROXCO as sub-contractors. In 
addition, the Project funded a buy-in with the Academy for Educational I>e\eloprnent GreenCom 
Project. 

Over the years since 1993, the expected results from the Project have e \ol \ed as the ilission \vent 
through a major re-engineering effort. This effort involved development of s t r a t r~ i c  otjectives as 
a management tool. The Mission's Strategic Objective 4. approved in June 1996. calls for 
"Increased use of environmentally sound technologies and practices in selected fragile areas." This 
strategic objective and its supporting results packages and indicators are shown in Figure 1 

During the course of this evaluation. the Mission has been developins a nen  environmental stratesic 
objective with water as a cross-cutting focus. The May 78. 1997 version of this ne\v strategic 
objective is shgwn in Figure 2. 



A. CHANGES IN T H E  P R O J E C T  A C R E E l I E N T  A S D  TECHSIC.AL .-\SSISTASCE 
C O N T R A C T S  

In accordance with Task #I  in the Evaluation Statement of Work (,Annex .A). the evaluation 
team revie\ved End of Project Outputs proposed in the Project Paper: Program Outcomes of 
Strategic Objective # 5 ;  the new Strategic Objective #-I Framework. Results and Indicators: the 
initial design of the new Environmental Strategic Objective \vith \vater as a cross-cutting focus 
(see Figure 1); Annex I of the Project Agreement: and, the Statement of l\.ork for the technical 
assistance contracts. Suggested changes are proposed for Annex I of the Project Agreement. 
and for the technical assistance contracts. to better reflect the Mission's current objectives. 
Because of the length o f  the documents, we are submitting a separate document with our 
suggested changes. 

One important suggested change is to designate MlMA as the principal Project counterpart. 
The scope of the Project would be amended to concentrate on strengthening the policy analysis. 
formulation and internalization capacity of MIMA. the natural resource management section 
of the MAG. OAPA, CODESFUSADES and of PRISMA on issues related to protection of 
water sources, regulation o f  water consumption and use. and prevention of \vater degradation. 

Special emphasis would be on policies to facilitate municipal and local incentives in protecting 
and regulating water supplies and use. Another change \vould he to refocus ths \rork in the 
demonstration area to emphasize preparation and implementation of a wirershed management 
strategy and plan for the San Francisco MenindezlCara Sucia suh-\vatersheds to provide a 
structure for the activities of the malor actors (including the Prolect) in the \vatershed. and for 
engagement of the other three USAIDIEI Salvador stratesic ohiecti\e teams (See Section I\-.:\ 
for a more detailed discussion). As part of this approach. the Pro.icct \ \ o d d  \vork closel> with 
CENTA to consolidate its technological package for sustainable hillside agriculture ui th  
reduced purchased inputs. Although CEN'FA has many \veaknesscs. i t  is the only institution 
in the country with the infrastructure to test and validate ZKM technologies. an3 to tramfer 
these to other areas of the country. With appropriate assistance in preparation and production 
of training materials. NRM technology dissemination by CEST:\ and emerging XGOs can 
improve considerably. 

The Environmental Education component would be adjusted to focus on \vatu related issues 
and to assist in preparation and diffusion of soil and water management. consenation and a g o -  
forestry practices in the demonstration area and throughout the countn.  .An added task \vould 
be to asskt  in the transition o f  the existing GreenC'om staff from an externally tinanced 
technical askstance unit to a national NGO \vith responsibility for providing advice. training 
and coordination sen ices  in EEiC to other NGOs and GOES entities. 
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B. OVERALL MANAGEMENT OF THE PROJECT 

INTRODUCTION 

a. BY THE TECHNICAL ASSISTANCE CONTR4CTORS 

A consortium headed by Abt Associates. with Winrock and ROSCO as 
subcontractors, was awarded a contract by USAlD El Salvador in \larch 1994 to 
provide technical assistance for the Policy Reform and Demonstration of Benefits 
components under EEP. Abt took responsibility for the Policy Reform Component. 
W i ~ o c k  for the Demonstration of Benefits component. and ROSCO for mirung and 
logistics. 

A separate buy-in to the centrally funded GreenCom Project provided technical 
assistance from the Academy for Educational Development for the Environmental 
Education component. 

A short-term advisor for the Abt consortium arrived in late April 1994. The COP 
and resident advisors for the policy reform and demonstration of benefits components 
arrived in June 1 9 9 4  The GreenCom COP arrived in countn in \larch 1994. 

FINDINGS AND CONCLUSIONS: 

a. BY CONTRACT TEASIS 

Overall management of the Project has been hampered by general instability of 
Project direction and personnel during most of the Project to date. Because ofthis 
instability and difficulties in working \vith the Director of SE41.4 from July 1994 to 
Febmary 1996. the Abt team moved from SEMA to its own oflices in Januan 1996. 
At this time. the 4 b t  team changed from being a traditional technical assistance 
activity with close working relationships with counterpan organizations to 
independent style of operation. (see Section 1V.C for a more detailed discussion of 
this matter). 

Difficulties in assisting to improve and accelerate the policy reform process 
documented and discussed in Section 1II.C.. are in pan attributable to the early 
departure of the first COP (a highly experienced policy analyst). A technically sound 
and cost-effecti\.e national policy reform process was not developed. nor did such a 

grocess  become operational. Lack of resident experience in policy reform processes 
was not suficiently complemented by short-temi expertise to develop and assist in 
carrying out an acceptable process. 

Inability to find common ground to \vork with the controversial Director oiSE\l..\ 
or to forge alternative institutional arrangements for strengthenin? policy nnaly5is and 



formulation capacity in El Salvador led to a de facto decislon by :\bt and IS.-\ID to 
abandon institutional strengthening as an intended Prolect output. Instead. a leis 
complex course was chosen to operate independently to meet quantitative targets in 
the contract scope of ~vork.  From this decision. the "Green Prcr!ect" \ \as hmi. 

After the controversial SEMA Director left and a more amenable Director tmk over. 
Abt remained independent. thereby diminishing possibilities for developing reneued 
close working relationships with SEMA. 

In the demonstration area. beginning in October 1995. the DA team de\oted 
considerable energy and hnding to construction of a large number of latrines. \wad  
stoves, wells and pumps. Whatever the reasons may have been for this at the time. 
the action had the effect of diverting effort from achieving the Project objective of 
demonstrating, "...tangible benefits of natural resources management techniques ..." 
to the target population. Public health concerns related to water use and nood  
burning are best left to activities under the health strategic objective. 

The large number (33) of local-hire employees of the Green Project appears to be 
excessive. With the separation of GreenCom in 1996. the level of nianazsrnent 
oversight should have decreased substantially. With the proposed integration of .Abt 
activities into MIMA, Project administration and management rrquirenients will 
diminish even more. An objective management study should be made to bring 
Project staffing into line with the rcquircments for supporting the Slission's n r n  9 0  
on \vater. Potential targets for reduction of local-hire staff include the 
communications staff. the demonstration area promoters and the hrgc number of 
drivershnessengers. 

In other management arcas. although the Aht field team recei\ed ccrnrinuing hc~nii  
office support. recruitment of qualified. Spanish speaking shon-tern1 consultctnts fell 
short at times. and more follo\v-up \vould have helped to intezrate product.; o i s h o n  
term consultants into owgoing activities. especially into counterpart insritur~un:rl 
programs. Additionally. short-term consultants often were not briefed and debrieted 
by relevant personnel in LiSAlD. One example of lack of follon-up is the baseline 
study prepared by short-tcrni consultants. uhich is unusable in its present lomi. 

Project procurement appears to have proceeded smoothly and in a rimel!. fashion. 
The team noted that the selection of extended cab pickups over four-dwr pickups . . 
and the procurement of vehicles with clcctronic 4x4 systems for use in the 
demonstration area resulted in maintenance difticulties under Prolect conditions. - 
~ n d .  these do not provide space for enough passengers in farmer-promoter settings. 
Since the Project apparently had access to a blanket i\ai\.cr f~ r r  wvldt#icle 
procurement (because GEF f u n ~ i ~  \\ere included). no limitations existed on 
purchasing more appropriate vehicles. 



The evaluation team found that the CireenCom component ro be well managed \\ith 
a small staff of professionals and support personnel. 

As described above, lack of continuity in USAlD management personnel and 
perspectives contributed to Project instabilities and weak performance. To illustrate. 
during the three years of Project implementation to date, the original USMD Project 
Manager changed in the first year and then returned in the third year. the USAID 
Director changed twice in the first year, and again in the third year. Also. supenisors 
between the Director and Project Manager levels changed several times. 
Additionally, during the second year, USAID undertook a major reengineering effort 
based on management by objectives. Reengineering led to changes in office 
assignments in the Mission. This process also changed the definition of expected 
results and progress measurement indicators for the Project at least hbice during the 
past two years. 

Project implementation management decisions were made together by Abt and 
USAID personnel, or at least with USAID acquiescence. Thus. as the financing 
agency USAID must bear a considerable share of the responsibility for consequences 
of decisions on changes in institutional and counterpart relationships (e.g.. 
establishing Abt activities as the independent "Green Project"). and about changes 
in program focus (e.g, shifting from NRM techno lo^ testing and transfer to family 
health-related activities in the DA). Likewise, USAID must share responsibili~ for 
not resolving problems associated with timeliness and adequacy of annual action 
plans that limited their usefulness in guiding program implementation. staffing and 
expenditure patterns. 

$. Finally, substantial delays by USAID in formalizing, by appropriate implementation 
letters or agreement amendments, the various de facto changes in institutional 
arrangements, program focus and expected outputs. contributed to the instabi l i~ and 
confusion surrounding Project implementation. Although these dela!-s n-ere due to 
a large extent to changes in USAlD management and SO definitions and expected 
results (and to the equally fluid situation on the national institutional scene) this 
situation opened the door to ad management decisions by both CSAlD and Abt 
personnel. Such decisions were not consistently responsive to objective program 
purposes and expected results. 



C. POLICY REFORM COMPONENT 

1. INTRODUCTION 

Technical assistance and other support for the policy reform component was initiated in 
mid-1994. Under the PROAG and Abt contract terms, this assistance was intended to 
assist and strengthen SEMA to lead a national program of environmental policy reform 
and implementation. Since this component was initiated, information ahout environmental 
problems and policy issues has achieved a high profile in the national public consciousness 
and in ongoing national political debates. For a number of reasons. many of xhich were 
beyond the influence of the Project. efforts to strengthen institutional capacities to develop 
and internalize effective policies and to improve their implementation have not yet k e n  
successful. Neither has it been possible to achieve meaningful environmental policy 
reforms. 

CONAMA's ineffectiveness as a deliberative body and the serious institutional 
weaknesses of SEMA as the lead environmental policy institution are summarized 
elsewhere. The rather discouraging institutional situation no\\ is changing. Recently. the 
GOES took decisive action to give renewed priority and stature to environmental polic)~ 
concerns. With creation of MIMA. effective June 1. 1997. GOES focus on en\ironrnental 
policy reform has been elevated to the ministerial level. The newly appointed Slinister is 
a respected environmental advocate who appears to have strong u p p o n  from key GOES 
policy-makers 

These recent institutional changes, and other recent GOES. private sector and donor 
initiatives. have considerably increased the status and priority accorded to en\ ironmental 
problems and policy issues. These new and dynamically unioldin_r conditions provide a 

, promising oppormnity for USAID. Appropriate and timely assistance through the polic! 
component could have a profound influence and impact on the course of environmental 
policy-related institutional development. policy refoml and policy implernent~ion. 

The remainder of this chapter describes major findings. conclusions and recommendations 
responsive to the evaluation SOW Task 3.  Annex Ci provides a more detailed description 
and discussion of the policy component. activities and accomplishments to date. quality 
of performance. implementation problems. and proposed corrective actions. 

2. FINDINGS AND CONCLUSIONS 

2. ACCOMPLISHMENTS 

I )  During the first eighteen rnonrhs of implemsnmtion. the focus tias 
primarily on preparing a draft comprehensive environmental law 2nd 
submitting it to a nationwide pcyulnr consultation. Preparation of the draft 
law \\as carried out through an intwinstitutionnl \ \ d i n s  grlwp. 



Consultation was canied out through a series of one-day public rrork.shops 
throughout the country. using a modified group dynamics methdology. 

2 )  Beginning in mid-1996. work was initiated on preparing a series o i d n t i  
laws for forestry. forestry incentives and protected areas. Draft l a w  on 
forestry incentives and protected areas are complete and popular 
consultation has been initiated. The other two draft l a w  are still k i n g  
discussed in the respective working groups. 

3) Initially, the long-term policy advisor and the rest of the technical 
assistance office. were located separately from SEMA. 'Ahen the initial 
COP was replaced, the technical assistance office and the polic!- advisor 
shared office facilities with SEMA. The policy advisor worked primarily 
with staff of the SEMA policy unit. Until late 1995. policy component 
activities were integrated with SEMA activities. Subsequently. for reasons 
explained elsewhere. the policy component (and the entire Project) moved 
from SEMA facilities. Thereafter. the policy component operated as the 
"Green Project". With this change. the primary counterpan relationship for 
the draft environmental la\< shifted to members of the Environment and 
Public Health Commission of the National Assembly. and for the draft 
forestry laws, the working group participants from XlAGiDGRSR. The 
working groups were organized by the policy advisor. Lleetings primaril? 
have been held in Green Pro-ject facilities and usuallx are chaired try th? 
Policy Advisor. one of the local hire technical specialists. or by shon-temi 
consultants. 

4) In support of the law-drafting and consultation exercises. over 30 shofl 
term consultants provided technical assistance. prepared studies and t.r 
participated in events. Over 40 environment-related suppofl in  documents 
were prepared. Primary outputs to date have k e n  draft en\ironnlental. 
forestry. and natural protected areas l a w .  

5) Major efforts were expended on incorporating the participatory process (its 
called for in the PROAG) in orienting and assisting the \<orking groups and 
in encouraging public discussion about and input into the draft lans.  
Seven "green book" workshops were held to orient and assist menikrs  of 
the working groups and other stakeholders. T\vmtx-three popular 

. . 
"consensus-building" events were held on the dnf i  en\ironmental la\\-. and 

- six have been held to date on the draft forestry la\\-. Over 60 other \\orking 
grouplstakeholder events have heen held related to policx matters 
(including subjects such as water policy. forestn incenri\es. protcctsd 
areas and others). 



6 )  A total of approximately 3.000 persons have attended policy-related 
participatory events. including working group niembers. policy decision- 
makers. stakeholders and other citizens. :\pprc>ximatcl~ 2.000 ~>irhese  fall 
within the broad USAID SO4 definition of policy decision-makers. This 
level of popular participation undoubtedly has made a maior contribution 
to increasing understanding and raising consciousness and mvareness levels 
of Salvadorans about environmental problems and policy issues. 

7)  The number of supporting documents prepared and the number of 
policyldecision-makers participating in events i o n  eweeds  b! large 
margins the quantitative targets specified in US.\ID SO1 Results Package 
4.2.1 policy related indicators. 

b. PROBLEMS AND SHORTCOMINGS 

I )  To  have a reasonable chance for success. a comprehensive pdic\- reform 
undertaking generally must follow a set of steps that move the process from 
the overall conceptual level to the specific level of formulatin? the rules h! 
which the intended outcome is to be achieved. These steps and the process 
to accomplish them are \veil understood by experienced policy refomi 
specialists. The PROAG and institutional contract anticipated the major 
elements of an acceptable policy reform process: strategy. agenda. polic? 
framework. la\vs/regulations. The steps arid procu.: are described and 
explained in more detail in Annex ti. 

2) The policy component has been unable to assist in updating the national 
environmental strategy or to develop an E XRLI policy irarnsuork 2nd 
agenda as called for in Pro-iect documents. C'ompl~.unn o i  the irntw! and 
policy agenda, appropriate consultation. and internalization \\ithin the 
GOES are essential prior steps before ernbarkins on preparation of 
proposed legislation. The steps follo\ved h) the Pro~ect did not internalize 
a strategy, an agenda or a frame\vork within thc CiOES. Thus. the GOES 
had no sense of o\vnership of the draft proposal generated by the Pr+xt.  
and it \vas not accepted. Additionally. from a technical and legal dmiririg 
perspective. the Project generated draft still needs considerable further 
work and revision. as discussed in greater detail in Annex ( i .  

. . 
3) The participation process raised levels of a\vareness and concern about 

- environmental problems. However. indi\idual and institutional palicy 
analysis and formulation capacity \vere not enhanced xi th  this approach. 
In fact. the approach, which did not include a suiticient legal baseline 
analysis. may have delayed internalization \ r i th~n  the GOES of an 
environmental policy strategy. agenda and frarneuork. 



4) The group dynamics methodology used requires careful selection of 
participants for a level of homogeneity commensurate with the speciticity 
ofthe subject matter. This requirement mirrors the need to careiull> sclect 
the materials to be discussed to match the level of homogeneity o i  the 
participants. The popular consultations need to he improved on h3th 
counts. 

5 )  Policy strategies, priorities and principles are more appropriate materials 
than a draft law for consensus-building discussions in public fora. .-I law 
is a highly specialized legalltechnical document. Improvement of a legal 
document should not be attempted through public consultation. whether 
participants are made up of stakeholders. decision-makers or citizens. or all 
three groups. Public consultation is more apt for building consensus and 
providing input into the content o f  a policy vision. a policy strategy. a 
policy agenda or a broad policy framework. if these are presented in 
appropriate language and format. A draft law is more appropriate for 
discussion by environmental legal specialists. who can evaluate whether 
particular language achieves what the approved policy frame\\clrk and 
policy package specifies. 

6) The current national environmental strategy document presents an 
incomplete strategy and includes considerable discussion better left to 
background documents. Likewise. the draft environmental l a u  needs to 
be improved. Absence of a policy frame\vork and package to guide 
drafting and the process of popular consultation detracts from its quality 
and purpose. The draft law needs reformation prior to s u h n ~ i s i < m  for 
either GOES approval or enactment. 

7) The quality and thoroughness of the analytical step of policy refonn r t i l l  
largely determine success in achieving an effective policy structure. The 
Project carried ou! several studies related to economic. technical and s ~ ~ i n l  
dimensions of environmental policy. I t  also completed a good qualit) 
stakeholder analysis. Additional essential inputs include a pelic!-maker 
analysis and a legal baseline analysis: without these. a successful polic! 
reform process is not possible. 

8) Policy reform is a continuing process. especially in an area such as the . . 
environment where the knowledge base. relevant technoloies and polic! 

- options are evolving and multiplying at a rapid pace. 'Thus. a pdicy reform 
technical assistance activity should support development of qualified 
human resources and an institutional capacity in order to continue the 
policy refinement process on a permanent basis. For a n u m k r  of reasons. 
the policy reform component has not yet k e n  ahle to make signiticant 



progress in either human resources or institutional capacity development 
(see Annex G for a more detailed discussion). 

c. CONTINUING NEEDS AND OPPORTUNITIES 

As pointed out above, increased and growing awareness of environmental 
problems and policy issues has caused high political levels of the GOES to 
focus new and potentially powerful attention on environmental policy. 
Major actual and planned donor inputs into environmental policy 
implementation strengthen this movement. CODESITUSADES. a major 
analytical and opinion leader among business and political decision- 
makers, is now focussing considerable attention on environmental policy 
issues at least partly as a result of increased avareness and concern 
precipitated by EPP activities. 

Prospects appear to be excellent for renewed attention to environmental 
policy issues. However, it is not realistic to assume that "a conducive 
environmental ~ o l i c v  climate is in place for achievement of the strateeic 
objective" (see USAIDE1 Salvador 1999 R4. Development Hyothesis.  
para.3,). This assumption does not take into account that El Salvador has 
neither the qualified human resources nor institutional capacih- to initiate 
and cany out an effective environmental policy reform and implementation 
process. Without qualified and sustained advison assistance and external 
resources, environmental policy refomi and implementation v.ill not 
achieve the quality or pace urgently needed. However. public (and 
international) pressure undoubtedly will continue to mount to "do 
something". The grouing political imperative often results in adoption o i  
"command and control" approaches that invite corruption and are 
unenforceable for lack of political will and institutional capacity. This in 
turn leads to even more accelerated environmental degradation as natural 
resource users attempt to maximize short-term gains. 

Continued. well-targeted policy reform assistance is rspxiall! important 
if an objective is to achieve increased municipal and local init iat i~es and 
activities in confronting environmental problems. The current central 
government orientation of public policy and institutional structures for 
addressing environmental problems can onl!- be reversed if appropriate 
policy changes are adopted to facilitate and promote local actions. 

".. .su~oort for activities that increase policymakers' a\vareness of 
environmental issues and understanding of anpronriate options fa 
addressing them" (see above R J  reference) cannot alone resolve the 
constraint of lack of qualified human resources and institutionalized policl- 
reform and implementation capacity. There is immediate. and continuing 



need for technical. analytical. organirational and process expenix  to assist 
what can become a dynamic. continuing environmental policy reform and 
implementation process. as national and local human resources and 
institutional capacities are strengthened. A unique. immediate o p p n r t u n i ~  
exists to assist in organizing and staffing the nen niinistn. including 
development of linkages to other public and private institutions. and to 
assist in moving fonvard an effective policy reform process. This requires 
technical assistance, primarily in policy analysis and reform. but short-term 
assistance also should be provided in institutional organization. Other 
donors will continue to make available gro\ving financial resources to 
support improved policies. but USAID. n i th  access to l.S kno\v-ho\v and 
an existing policy assistance activity in place. is in a unique position to 
respond most effectively in providing urgent policy change expertise. 

3. RECOMMENDATIONS: 

a. USAID should quickly offer to the Minister of MlM.4 the support of the policy 
component: a) to develop the new institutional and organizational structure for 
dealing with environmental policy formulation and implementation: 2 )  to 
reformulate and internalize the national environmental strategy: 3 )  to bring 
together the various water policy reform efforts and channel these into a 
structured policy reform process: 4) to improve the current en\ ironmental and 
forestry policy reform process: and. 5 )  to focus attention on policy inrmentions 
required to facilitate increased municipal and local init iat~\cs and actions in 
addressing environmental problems. especially those relatsd to \vater supply and 
use. 

b. To  gain early credibility, an immediate priority o f the  Jlinister ofJl l \ l .A is te: 
I )  reformulate the draft environmental law: 2 )  build consensus among ke)~ 
stakeholder leadership on the related polic!. frame\vork and sp-citications that 
this reformulation embodies: 3 )  gain acceptance of the drafi law anlong key 
GOES policy decision-makers: and. 4)  present the draft as an executive initiative 
to the Assembly for enactment in 1997. The ne\v llinistrr appears to ha \e  
political support. conceptual understanding and the needed consensus-buildin9 
skills to achieve these objectives. He and his m i n i a n  lack the needed technical. 
legal and other professional expertise required to assure a satisfactor) quality 
process and product. USAID should consider n i a k i n ~  available immediately 

' '  one or more short-term experts who can assist the Jlinister to achie\e these 

- objectives on time. Possible sources of the expertise needed include the 
Environmental Law Institute and the Center for International Environmental 
La\v. 

c. The policy reform component should integrate ph! sically and propmmatically 
with MIMA as soon as possible. The policy advisor and local hire nssistants. 



short-term consultants and counterpart staff would fomi the advison core of a 
staff-level oolicv analvsis and formulation office attached dircctlv to the 
Desoacho A new Project action plan includin_c bath grant and 
countemart funded activities for the remainder of 1997 should be devclowd and 
reviewed by the respective staffs of MIMA and USAID. then approved by the 
Minister and USAID Director. 

d. Expatriate administrative and Project management requirements \\ill  be minimal 
and, with only two long term expatriate advisors. technical oversight is 
unnecessary. Likewise, local hire administrative and logistic support staff can 
be reduced by at least two-thirds with the proposed physical administrative and 
programmatic integration of Abt into MIMA. Overall Abt administrative and 
logistic support requirements will diminish enormously. 

D. ENVIRONMENTAL EDUCATION AND COMMUNICATIOS COlIPOSENT 

1. INTRODUCTION 

The environmental education and communication (EWC) component was designed to raise 
environmental awareness in Salvadoran society in order to establish an atmosphere ~vhich 
encourages participation in environmental activities and is supportive of improved 
environmental policies. The Academy for Educational Development. through a USAID El 
Salvador buy-in to the centrally fimded GreenCom Project is the technical assistance 
contractor. In support of USAlD Strategic Objective $4. EE'C is to contrihutc to increased 
awareness and understanding of the importance of environmental issucs. and to the 
following three secondary results: 

+ Enhanced mass media attention to cnvironniental issues 
03 Improved coverage of environmental issues in educational institutions 
*:* Enhanced GOES and NGO environmental education campaigns and acti\ itics 

2. FINDINGS AND CONCLUSIONS: 

a. In spite of the unstable institutional environmenl. GrcenCom has been able to 
accomplish most of its goals. It has helped establish EE C technical units in 
counterpart agencies. I t  has provided leadership and assisted in generation and 
production of a variety of environmental educational materials with XIISED. I t  

. . has also been responsible for training technical and professional people in 
country and in the U.S., and it has played a substantial role in training journalists 

-- to cover environmental topics in a responsihle way. The Project has had 
positive impacts on attitudes. capacities and activities of. public sector 
counterparts, NGOs and at least one national university. Furthcr. it seems to 
enjoy the respect of these organizations. Equally important. i t  has trained and 



motivated many people and institutions in El Salvador to \vork for a better 
environment. 

b. GreenCom has successfully pursued initiaties in environmental educatiw 
policy. particularly the drafting of a national EE policy \thich has recei\ed input 
from over 1,000 people and is now being considered by the Legislati\e 
Assembly. They also got nationall attention focused on environmental issues 
by supporting the convening by El Salvador's President of Satural a 
Environmental Education Encounter. 

c. GreenCom views itself as a catalyst in the area of EE'C and cames out its 
activities in a way which requires active participation and institutional 
investment of resources by counterparts. Counterpart personnel have 
participated in training activities both in-countn and offshore. .As they have 
returned, they are playing key roles in Project planning. campaign de\.elopment. 
materials development and validation, and other Project support activities. 

d. To facilitate and institutionalize component activities. GreenCom has supported 
creation of EEIC technical units in SEMA. MINED and P.AS..\VIS. Staff of 
these units are among those trained through GreenCom activities. 

Formal education materials produced with GreenCom assistance. include: 

.:. Teacher guides for primary education which present en\ironmental 
education topics in a rnulti disciplinar) fashion. 

3 Five video programs (water. soil. forest. bio-diversity and city 
environment) 

*3 Ten audio programs (water and the environmsnt~ 

3 Environmental message boards in schools in the demonstration area. 

GreenCom also helped stimulate the creation of a Salvadorean Founda t~~w to 
strengthen public awardeness of environmental issues 

GreenCom provided technical assistance to the SABE Pro-icct uhich 1\25 

developing test books with MINED. As a result of the high le\el of interest 
generated by the SABE Project. MIXED developed the test h k  Scirnw F I L Y I J I I ~  

' '  

and Environrnenr with GreenCom assistance. .Also. teachers \\ere t r a i n4  in 

A 
topics and methodologies of environmental education. 

e. GreenCom worked with ioumalists to improve qualit\ of coverage oi . 

environmental topics and to prepare ne\vspaper supplements ior environmental 
education. One excellent examples is "Quanaquin". a children's ne\\spaper . . 

supplement which dedicates one issue a month to the environment. Several 



environmental journalism seminars have been facilitated and the Sational 
Environmental Journalism Awards were initiated nith co-sponsorship from 
private business. Several journalists have been sent to attend relevant short 
courses in the United States. 

f. GreenCom worked with SEMA to develop environmental media campaigns. To 
date they have carried out two, and are in the preparation stages o f a  third. \i'ith 
each campaign. SEMA assumes increased responsibility in preparation for 
carrying out these activities on its own by the end of the Prolect. 

g. GreenCom has assisted in training EWC specialists who work cooperatively in 
carrying out Project activities in their respective institutions. The ten members 
of this group (five women and five men) are from SE1,l.A. CE1T.A. DGRNR. 
SALVANATURA and AMAR. They were provided nith special training both 
in country and in the United States. The group has named itself the Compact 
Group. Over 100 park guards around the count? have k e n  trained by this 
group. In 1996. the group set up three self-guided nature trails in two of the 
country's largest national parks. 

h. By being associated \vith the central GreenCom core Project. there is 
opponunity to exchange information with other GreenCom activities else\vhere 
in the world. This offers the potential to benefit from the exprrience of other 
GreenCom Projects for problem solving and E E C  techniques and 
methodologies. 

i. In conclusion. the Pro-iect has been successful in reaching a high percentage of 
the Salvadoran population with high quality EE'C acti\ities. Some areas o i  
effort could be improied to increase Project irnpacri: 

1) l h e  first ofthese relates to the annual campdign by SES1.A. Ihere has t w n  
no imager). developed to connect the sn\ironmental message from one !ear 
to the nest. This \veakens the rnessay in each campaign. 

2) 1-here is no usable baseline for the Prqject. This makes it ditlicult to 
monitor progress. Proposals by GreenCom to conduct baseline research 
and track the impact of EE'C intenentions have not met with the approval 
of USAID. A nev. proposal to evaluate EII C campaigns is no\\ under 

. . 
consideration. Monitoring of newpapcrs and other mass nitdia as \\ell as 

- some evaluations ofrelated activities are consistently don? by rncmhrs  cf 
SEh1.4 '~  EE'C unit trained by Greencorn. 

3 )  ,Actii.i~ics carried out with CEX.l.:l include: six nceks of.F.-\ lo CfX1:l's 
training program and [mining O i  ten trainers. training for t\vel\e 
extensionists in Costa Kica in methodolog! o i a z r o - f ~ m s t n  education and 



communication. equipment repair ior CEZILA's coniniunication 
department and four \veeks of T.4 for the comnlunication office in 
CENTA. The opportunit~, to work \+ith CEST:\ to develop model 
materials in the Demonstration Area for use in other pans of the coun tn  
was not pursued. Although plans for this year include the development of 
an educational flipchart with CENTA. the institution could benefit greatly 
from more intensive contact with GreenCom. 

4) Achieving sustainability of EEIC activities has generally been viewed to 
result from placement and training of qualified people in GOES 
counterpart institutions. Training also has been carried out for journalists 
and key people in some NGOs. The intent has been to form a cadre of 
people who can continue EEIC activities after the Project ends. This 
approach is logical and likely can stimulate continued activities in EE'C. 
However. two key factors have not been taken into account. One is the 
resource represented by the trained national staff and infrastructure of 
GreenCom. and its considerable reputation in the environmental 
community. The other is GreenCom's essential contribution in 
coordinating work among a range of people and institutions. The first 
factor represents a resource \vhich could he used to promote continued 
growth of EEIC in El Salvador. eventually on a sustainable basis. The 
second underlines the importance of having an organization \+hich can 
work with and provide common senices to a \vide range of institutions on 
EEIC matters. Several institutions intenie\ved expressed the need for an 
EE/C support entity in El Salvador to provide s m i c e s  such as guidance in 
environmental education matters. training of personnel in EE  C 
methodologies. and production of materials on en\ironmental topics. 



3. RECOMMENDATIONS 

a.  As MIMA gets underway. an important area for technical assistance by 
GreenCom will be the development of a public affairs nienrality and training of 
a staff in public affairs. Public service announcements (PS.A's) produced by the 
Ministry and distributed to the media and decision makers \ \ i l l  help build 
credibility. GreenCom should help MIMA to develop a public affairs strate?>- 
and provide technical assistance in carrying out that strategy. 

b. The positive impact of communications' campaigns carried out each year xvould 
be enhanced if a central image (figure) and slogan were created and carried 
forward From year to year. In this way. familiar symbols of the campaign would 
return each year to talk about environmental topics. GreenCom should work 
with the E E L  staff o f  MlMA to identify characteristics of a malie-hrlieve 
personality which could be created to promote environmental messages in El 
Salvador. Benefits to be gained are readily seen in the success of Smd&kas 
as he presents his message against forest fires in the United States and Canada. 
A personality that represents efforts to improve the environment in El Salvador 
would help to increase the target audience and positive impact of environmental 
messages. 

c. Professional training at the university lewl is imponanr for both narural 
resources management and environmental education and communications 
activities. Green Project has prepared some ground uork to\vard the creation 
of a master's program in NRM. and GreenCom has been promoting university 
studies in EEIC. Both of these avenues should he explored funher. Area5 for 
possible assistance could include teacher exchange progams with t- .S.  
universities. scholarships in NRLI and'or EE C. de\cloprnent of teaching 
materials. and assistance in developing curricula. 

d. GreenCom should develop a strategy for working with C'ES'f.-\ and P.-\S.\VIS. 
This strategy should focus on sustainable hillside agriculture and protected 
areas. In addition to traditional extension materials. thr. use ol'dittzrrrit t y e s  
of non-traditional mass media should be investigated such as m a l l .  local 
"magazines" (both closed and open ended). audio programs for captive 
audiences. puppets. plays. and slide sho\vs. The materials developed for hillside 
agriculture should emphasize the role of uater and intcrdqxndency within the 
watershed. The materials dew1opr.d nith CEST.-\ should hs suitable for 

- replication throughout the countn.  Slaterials dc\cIoped ior the t x o  protected 
areas should be more site specific and developed \vith local SGO's  and public 
agencies. 

e. The Projcct s h i ~ ~ l d  increase its acti\itics uirh SGO's and use its inilucncr. to 
provide direction for fururt. ncti\itir.s in cn\ironmr.nial cilucntion. emyhnsiziny 



protection of water sources and prevention of \rater degradation. Periodic 
meetings should be held to bring appropriate SGO's  and GOES institutions 
together, taking advantage of the positive relatiunships GreenCom has built with 
both sectors. Potential collaborative efforts could be fostered as the public 
sector recognizes ways to expand their outreach through the SGO's. and as 
NGO's see how they can increase their stability by sharing costs with GOES 
institutions. 

f. The broad base of trained personnel. the variety of materials produced and the 
reputation that GreenCom enjoys could all be used to support the continuation 
of EEIC activities into the future. Steps should be taken. first. to examine the 
feasibility of GreenCom's making a transition from an EPP technical assistance 
unit to an independent fee-for-sewice NGO which could c a m  on many of the 
service activities on a fee basis and. second. providing assistance to do so. A s  
this transition begins. a social marketing specialist should be added to the 
GreenCom staff to expand their capabilities in that area. Other specialists may 
also be required for a new NGO: for example. an EE/C Training Specialist. a 
Materials Development Specialist. and a skilled general manager. The 
GreenCom activity should be extended for at least two more years ( b o n d  
March 1998) to allow this transition to take place. \\hen the ne\v S G O  is 
created. the GreenCom resident advisor would switch from being Chief of Party 
for GreenCom to being an adviser to the ne\\ organization 

The creation of a national s e n  ice-oriented EE,C S G O  could help fill the w i d  
that otherwise would be created upon termination of the GreenCom activity. 
Other NGOs and public sector organizations \ \ i l l  continue to need technical 
advice in EEIC which could be provided by the ne\v S G O .  \\'e recommend that 
the new NGO put special emphasis on \\ater and v.atershed nianaynent  during 
the remaining years of EPP to support USAID'S efforts. 1.he n e u  S G O  should 
be able to receive grants and enter into contracts with national and international 
organizations. One of the ne\v NGOs first contracts could be with EPP to 
develop a communications strategy for the Cara Sucia San Francisco \len2niiez 
sub-watershed. as discussed further in Section 1V.A. 

It is important that the new S G O  be able to market its sexices  throughout the 
countn. including San Salvador. to provide access to business opportunities that 
can help assure continued viability. 



E. DEMONSTRATION OF BENEFITS COMPOXE>T 

1. INTRODUCTION 

The Demonstration Area (DA) as described in the PROAG and Abt consortium contract. 
and as it responds to results package for S04 ,  was designed to assist \LAG line agencies 
to develop sustainable NRM practices and to transfer these to hillside farmers in order to 
halt and reverse degradation of the natural resources base. especially v.ater. 

T o  achieve the end-of-Project status of demonstrated benefits from improved natural 
resource management practices, the Project has worked on: 

.:. improved conservation practices 
*' management of protected areas .:. community conservation programs 

water supply systems (feasibility studies) 

2. MAJOR FINDINGS AND COXCLUSIOXS: 

a. Project support to CENTA initially made substantial contributions toward 
strengthening their technical package for soil and water conservation activities 
designed to make hillside farmers less dependent on purchased inputs. By 
providing CENTA with resources to supply strategic inputs not a\ailable locally 
(e.g.. new soil and water conserving planting materials). their extension program 
was able to expand the number of practices offered to and accepted by hillside 
farmers. These included introduction of living green barriers to reduce sheet 
erosion. and introduction of velvet beans as a cover crop. I.hese practices not 
only reduce erosion (and stream siltation) but also reduce use o i  herbiciiles and 
fertilizer, while increasing organic material and bio-fertility 

b. Unfonunately, the SEMA decision to remove seven counterpan-funded 
extension agents from CENTA and create a nen  separate Green Pro.iecr SEXl.4 
extension activih caused institutional strengthening of CES'I.:\ to cease. This 
decision jeopardizes chances of sustainabilit? of expanded adoption of improved 
NF&l practices after the Project terminates. especially the t r a d e r  of practices 
beyond the demonstration area. 

. ~ 

This separation of extension efforts severel? damaged CEST.4 extension 

- programs in the D.A. Coincidentally. the Green Project SEJ1.4 separate effort 
is left without technical back-stopping and the benefit of the experience of 
CENTA in appropriate farming practices such as zero tillage and no-burning. as 
well as their considerable experience in \\.orking with \vomen. 



c. More recognition is needed of the productive contribution o i w o m m  to f'mning. 
and the importance of minor species (chickens. pigs. goats. etc.) and cattle 
(usually managed and cared for by women and children). Lnless gender factors 
are expressly incorporated. many of the synergisms that result from intesrated 
farming systems are lost. To illustrate. velvet bean is being promoted as a cover 
crop without using the seed produced as a protein supplement for animals. For 
reasons that are not clear. gender factors have not been incorporated into Pro!ect 
activities related to NRM technology testing and transfer. 

d. Green Project is now carrying out its onm extension program. incorporating 
SEMA elements of the Farmer-Promoter methodology used successhlly by the 
LUPE Project in Honduras. However. in its application. training of famier- 
promoters is extended over a three year period (1997-1999) Cnder this 
approach. valuable synergisms that result from applying a more integrated 
farming systems approach are not realized. Likewise. income-increasing 
benefits from improved productivity and production that result from the more 
integrated approach do  not materialize. 

e. The Community Conservation Program \vas developed upon the arrival of the 
replacement DA advisor to address expressed needs of communities. I'he 
purpose was to gain community confidence and improve the poor image of the 
Project that had developed during earlier implementation. The program is 
consistent with a recommendation in the F rbman  4 .  I995 cnvironmentd 
assessment for the demonstration area that calls for the Pro.iect to. 
"...significantly increase funding for on-the-ground activities ..." \\hich \vould 
address "...minimal technology to handle water. sanitation and other uaste 
management ..." problems bvhich were "...severely impacting the \vaters in the 
Barra de Santiago watershed ..." 

The demonstration area advisor estimates that he dedicated 80°.0 of his time in 
1996 to activities related to Community Consen.ation Pro!ects. principall?~ 
supporting construction of latrines. stoves. wells pumps. Cornplenient3p~ 
technical assistance and training on use and maintenance has not ocsurreli. 
Coordination with health authorities or with other I-SAID S o ' s  s u p p x t i n ~  
similar activities would be helpful. Over 1.000 families received materials for 
constructing these facilities. paid for by the Project and \\-ith k n e f i c i q  families 

. . 
contributing labor. Developing and difiusing na~ural resource managenlent 
practices to the target population have not been prinian foci. 

- 
f: The Project provided timely TA for developing a Participative \lanagernent 

Plan for the National Park "El Iniposiblc" contributing to institutional 
strengthening of PAX.-IVIS and S.4LVAK.UL~R.X The plan also contributed 
to protecting the upland watershed ivithin the park and in  the surrounding butkr  
zone. 



3. MAJOR RECOMMENDATIOh'S: 

a.  Refocus activities in the DA on NRbl issues related to a comprehensive 
watershed management strategy and plan. (See Section IV.r\ for further 
discussion of this approach.) The preparation of a comprehensive watershed 
management plan would provide a framework tvithin which to emphasize 
protection of water sources. regulation of water consumption and use. and 
prevention of water degradation. Supported communin. conservation activities 
related to stoves. latrines. wells and pumps should be shifted to S03. 
improvement in the health of women and children.. 

Contrary to the generic mitigation expressed in the site specific environmental 
assessment dated February 24. 1995, the evaluation team finds that activities 
such as latrines, stoves, wells and pumps are more directly linked to health and. 
thus, are more appropriate for support under the health objective not under SOI. 

b As  an alternative course of action for demonstrating XR\I practices. the Project 
could pursue activities like the Miramar Community Conservation proposal 
presented by CENTA on September 5. 1995. This initiative proposed 
establishing 35 demonstration farms of 1 manzana (blz . )  each. using improved 
NRM practices. CENTA already has applied this model quite successfully. with 
Project funding. 

c Assist in strengthening existing technical packages for improved conservation 
practices for integrated sustainable hillside agriculture. heal traditional 
knowledge of native tree species found groning in the D.A should form the basis 
of the improved practices, especially those involvin_e a p - f o r e s t n  and tres- 
planting. reinforced with improved germplasm from CES.T.4. 

d. Because women in the Project area contribute up to 40°6 of farm l a h r .  they 
should be treated as equals in preparing the technical package and extension 
methodology. Women w i l l  not participate equitably in henetits unless they are 
specified as beneficiaries. including the development of stratezies to ovcrcoms 
their disadvantaged social position. The Project should build on CEST.-\'s 
considerable experience in gender issues that provides \\.omen with equal access 
to training and technology transfer 



e. Assist to strengthen CENT.-\ at the three extens~on field offices in the D:\. as 
follows: 

Continue strengthening CENfA's  technological package for 
integrated sustainable hillside agriculture. by financing prduction of 
germplasm needed for improved soil and Lvater consen-ation 
practices; examples include velvet bean seed. vetiver grass and d~varf 
elephant grass. 

Intensify work on improving and testing the LUPE methodology of 
technology transfer, using the Farmer-Promoters Program. but m A e  
it a joint effort with CENTA and develop it in a way that serves as a 
bridge between CENTA and SALVANATUR4 and other S G O s  that 
work in technology transfer in the DA. The technical package must 
be integrated during 1997 to demonstrate the income benefits of the 
whole-farm approach to sustainable hillside agriculture. Income 
increasing synergisms from an integrated production system serve as 
incentives for farmers to adopt these practices by producing shon- 
term income benefits as a result of increased productivity and 
production. 

+ Assist to formalize an Environmental Education program b e t w e n  
GreenCom and CENTA's Coniniunication [-nit to develop extension 
materials that promote tested technical packages for integrated 
sustainable hillside agriculture. 

f. The need for a baseline study in the D.4 continues to exist. I t  is recomrnendej. 
that this be carried out during 1997. The study should revie\\ existing \vork. 
have a watershed management focus. and better identi+ the rural target 
population in the pilot watershed area. The study should pay particular attention 
to the role of women in farm production. 

g. Continue to support Protected Area Llanagement. including: 

' Support buffer zone activities with an Agro-fhrestn focus around "El 
Imposible". including T:\ to strengthen the S.AL\';\Z.-\TCR.\ 
reforestation program. 

- Work on the "Barra de Santiago" Protected .Area should be 
conditioned upon CENDEPESCA and P.4S.AVIS agreeing upon their 
respective roles and responsibilities. and comrnitting thcmselws 
through a formal memorandum of understanding with \II\I.-\ .  



h. Transfer responsibility to the democracy and health objectivss' teams ior work 
on  an expanded water system for Cara Sucia. Providing an expanded water 
system for Cara Sucia may be beyond the capabilities o i  LS.AID. 11' s~.. the 
community should be so advised. and the Pro-ject should be suggested to the IDB 
for inclusion in their planned water and sewage loan. 

F. LONG TERM SUSTAINABILITY 

1.  INTRODUCTION 

Long term sustainability can be assessed in terms of prospects for financial viahilit! and 
degree o f  "internalization" by Project customers (e.g.. individuals. institutions. 
organizational structures and systems andlor society) of Project-assisted processes and 
discrete activities. Moving from the general to the specific. the degree of internalization 
is a function of changes in individual and institutional awareness. attitudes. behavior. 
decisions. resource allocationdexpenditure choices. and finally. actions taken. Financial 
viability depends on political and budget priorities in the case of public seetor allocations. 
and upon marketplace demand in the case of user sen-ices and products. \\herher these are 
supplied by the public o r  private sectors. 

Project interventions have occurred at many levels or categories of Pro-iect customers. e.9.. 
society, publiclprivate. functional sectors, representative organizations. institutions. and 
families. Our findings and conclusions are presented helow by Ie\cl and catcgon <lithe 
customer. distinguished by component where appropriate. 

2. FINDINGS AND CONCLUSIONS 

a. General Awareness and Attitudes About the Environment 

All indicators point towards a greatly increased and grouing anarencss 
about environmental problems and issues. This includes increasing 
understanding of specific categories of problems. and some understanding 
that there are alternative ways to approach niitigation. The media ha ie  
improved both quantity and quality of coverage of environmental iswe.;. 
Media information now provides a much more constructi\e and ol$ecti\e 
discussion of environmental problems. issues and positive actions. with 
less emphasis on criticism and sensationalism. 

Because public demand for environmenral information continues to 
increase, sustainability of media coverage. and resulting increased 
awareness and concerned attitudes about the en\ ironment. a p p a r  to he 
assured. Whether increased awareness and more concerned attirudes a h ~ t  
the environment can he expected to translaw into changed yoljcies and 
change behavior is less clear. C h a n y s  in  beha\inr and h ~ ~ h i t s  \\l~u!d 



become more widespread if: I )  media coverage were to pro\ide more 
information and "action opportunities" about how individuals. families and 
local communities can change habits and behavior to mitigate 
environmental problems; and. 2 )  if human resources. institutional 
capacities and policy reform processes are developed to achie\e GOES 
internalization of facilitating policies. A focus of all Pro~ect compnents  
on defining and activating educational and policy approaches to accelerate 
individual. family and local community behavioral change could trigger 
sufficient understanding and peer group pressure to facilitate such changes 
friendly to the environment. 

3)  Project interventions appear to have been an important input into achieving 
increased and growing individual and societal awareness and changing 
attitudes toward the environment. They have also strengthened the 
capacity of the media and NGOs to sustain that process. 

b. Organizational and Institutional Sustainability 

As discussed elsewhere. the policy component of the Proiect has had li t t ls  
success in institutional strengthening. either in public or private sector 
policy-related institutions. There is still little on-going institutional 
strengthening effort. 

Recent creation of MIh1.A provides a renewed opportunin to contribute ke) 
assistance for achieving institutional sustainabilih in policy reform and 
implementation. Interaction with CODES TYSADES also could 
strengthen their capacity and achieve better balance in their environmental 
policy analysis contributions. and could help to build consensus on 
preferred policy options. 

The demonstration area component ini:ially provided assistance lo CE\-T.-\ 
that improved their transfer methodologies and technology package fcv 
small hillside farmers. Withdra\val of this assistance in late 1996 
suspended institutional strengthening efforts in the demonstration area. 
Without rene~ved external support the qualih of continuing programs will 
not realize their potential. and sustainability is doubtful. 

Assistance of the demonstration component to P A S  and 
SALVANATURA has strengthened the capacity of these institutions to 
manage the El lmposible Park. U'ith further assistance during the LOP. 
especially related to park management practices. market and buffer zone 
relationships. SALVr\N.-\TUR.\ and the institutional partnership with 
PANAVIS have excellent prospects for sustainability. 



5) FIAES has performed a vital rolc in providing grants to support the work 
of environmental NGOs. FIAES funding is projected to run out in 2013. 
In the interests of long term sustainability. consideration should be given 
to reducing the amount spent each year on grants and placing a larger 
percentage of annual in-flows into an interest bearing account. This 
account could serve as an endonment for FIAES. to assure its continued 
existence beyond 201 3. 

c. Technical Sustainability 

The strategy of creating "Demonstration Farms" nith CESTA ex~ensionists 
as conceived for the "Miramar" communih provides a working model that 
should be supported with Project "strategic incentives" not only to the 
" D ~ O ~ U C ~ O ~ ~ S  de enlace", but also to other farmers in the tvorking circle. To 
illustrate, during the previous crop season CEXTA grouped four 
productores de enlace and invited the working circles to cooperate by 
rotating the farms visited. This adjustment to the E D 0  methodolo_p). 
resulted in 35 farmers establishing "Demonstration Farms". rather thanlust 
the four productores de enlace. 

Regardless of the methodology used for transferring technolo\-. whether 
the modified E D 0  methodology of CENT.\ or the LLPE model of farmer- 
promotors (that is being promoted by the D.-\.'SESl.\ program). it is the 
selection of appropriate, improved integrated practices that creates 
productive synergisms within the family farm unit. Farmers and their 
families adopt improved technologies because of food securih and income 
benefits accruing in the short run (e.g.. uithin one crop cycle). \{'hen 
short-term income benefits arc achieved iron1 introduction of improved 
germplasm (e.g.. velvet beans for a cover crop as w l l  as a source of high 
quality protein for chicken or cattle feed). farmers \\-ill continue these 
practices, thereby assuring sustained en\-ironmental txnrfits as \vrll. These 
technologies are sustainable and can be transferred to an expanding number 
of farmers with either methodology. 

Introducing appropriate IPM (Integrated Pest Xlanagement) practices can 
also be technologically sustainable. so long as these increase net incomes 
(often by reducing costs). 1PM is equally applicable to crop production. to 
small animal production and to pos t -ha~es t  grain storage practices. For 
example, dried leaves of "madre cacao" can be used to keep chickens free 
of lice and "heem" seeds can reduce \vrevil attacks in stored grain. 

The degree to which CEXTA internalizes into its program sustainable 
practices depends not only on the demonstration of those improved 
practices. but also on the degree that these practice?; are docurnentd and 



the extent to which CENFA technical and management personnel 
participate in and feel ownership of the verification process. These 
personnel make the decisions of r\hether or not a practice is i ncop ra t ed  
into environmental education training manuals. GreenCom could pla? an 
important supporting role in preparation of these and other related training 
materials. 

d. SUSTAINABILITY OF ENVIRONMENTAL EDUC.ATIOS Activities 

1) GreenCom and counterpart institutions were challenged by institutional 
instabilities described earlier. In spite of this. they have been able to make 
inroads into strengthening the quality and effectiveness o f  environmental 
education activities of selected public and private institutions. including 
SEMA. Their methodology has generally been participative and catalytic; 
thus, people in counterpart positions have gained taluable experience. 
Most counterpart institutions feel the continuing need for an institution that 
could assume the role of GreenCom after the Project ends. Seeds  include 
continued services related to training. materials production. coordination 
and response capability for a variety of interests in environmental 
education and communication. 

2) GreenCom has developed a significant capability in-countn to suppon 
continued efforts in environmental education. Some typs of institutional 
structure is needed to continue this suppon after GreenCom closes out. 
Such an institution would generate funds. coordinate activities and rrspnnd 
to general needs in environmental education. Ground \vork should begin 
to convert GreenCom into an environmental education S G 0  to t i l l  this 
continuity need. Such an NGO-type entity could assume rhe coordinating 
role of GreenCom. while augmenting the capability to generate funds for 
operational costs. as well as costs of activities carried out h) assclciated 
institutions. In addition to an overall feasibility review. a marketing and 
fund-raising strategy must be developed which \\auld allo\v such an SGO 
to secure its future for as long as associated members feel i t  is needed. 

3) Start-up hnding would be required for the proposed SGO until a strategy 
for independence can be implemented. The S G O  would be a service 
organization for government institutions. as well as for environmental 
NGOs. 



G .  POTENTIAL ROLE OF NGOs 

1. INTRODUCTION 

The EPP included a fourth component. strengthening environmental NGOs. which \\-as 
managed by the Pan American Development Foundation (in El Salvador. Fundacion 
Panamericana para el Desarrollo. FUPAD). This activity. entitled Strengthening of 
Private Salvadoran Environmental Organizations (FOPRAS). \vas originall>- conceived to 
work with seven to eight NGOs in financial and technical support. .A primar). list of ahout 
27 NGOs was developed with input from USAID and SEMA. After sis months of a self- 
selection process, a high level of interest from NGO's became apparent. I t  was agreed that 
the Project would work intensively with seven NGOs. providing both financial and 
technical support and would provide technical support only to another ten XGOs. 

In January 1996, NGOs receiving assistance from FUPAD formed Co.Ambiente. an 
umbrella organization to help them communicate and coordinate among themselves. 
CoAmbiente is expected to help attract potential donors. Co.Ambiente has not yet 
achieved a level of professionalism and financial strength to fulfill its intended role. 

NGOs of three types were visited by the evaluation team. those who participated in the 
FOPRAS Project and are now members of CoAmbiente. those who are members of 
UNES, a competing organization. and those who do not belong to either. 

2. FINDINGS AND CONCLUSIOSS: 

a. Some NGOs have identified areas of focus and have developed long-term 
management plans. These concentrate on specific problems and are developing 
capacity within a relatively narrow focus. Others are still s t rugl ing ui th  the 
limitations of a narrow funding base. \veak management and dependence on 
individual personalities. 

b. A few NGOs appear to be escaping the "club mentality" and are hscon~ins  
reasonably viable institutions. These include S.ALVAS.ATI'R.A. 
ASAPROSAR, CESTA. ASP.AGU.4. CEDRO. C'EPRODE. and FL.TEnf.-1. 
All of these have a \\-ell defined focus in their area of interest. some have Ions- 
term development plans. and most are working on broadening their financial 
base. Because of their narrow. highly targeted interests. none would be 

' 
appropriate to take on the responsibilities of the Green Project or GreenCom. 

- However. all of them want to be recognized as leaders in their 0v.n fields. Their 
ability to focus on a specific area is actually a sign of strength and of potential 
for future success 

c. Most environmental NGOs visited sutlkr from a \ariety of shortcomings nhich 
negatively affect their drvclopmcnt. Thc most penasi\.r shortcoming is lack oi 



funding sources. closely followed by Lack of institutional infrastructure. ..\lrnost 
all depend largely on short-term Projects and funded actiiities for their sun-ital 
income. Fee-paying members provide some resources. Only one identified a 
fund-raiser as a member of its professional staff. None had a financial base 
which provided stability beyond one year. 

Other shortcomings identified include difficulties with internal and external 
communications. the need for guidelines and materials in environmental 
education and further training in environmental topics. and know-how in 
techniques o f  group dynamics and other communication and education 
methodologies. 

d. Strengths noted included enthusiastic membership and good professional 
qualifications of staff in several cases. These include biologists. journalists. 
architects, agriculturalists and sociologists. Most NGOs c q  out activities in 
reforestation, agricultural TA. protected area management or watershed 
protection and management. There is a general understanding of the wtershed 
a s  a dynamic and interactive unit. 

e. Nearly all of the NGOs visited were small and narrowly focused. Those t y ing  
to manage a broader focus were encountering d i f i c u l ~ .  and should narrow their 
interests. There is a general precariousness among XGOs. atrributable to 
uncertain finances and evolution from a "club" mentality to an "institutional" 
mentalit). Although some focusing is needed. most have not overextended 
themselves. There appears to be no overlap in geographic or thematic terms that 
might cause duplication or competition. The existence of Co.Ambiente and 
UNES as umbrella groups may help to avoid competition among their m e m k r s  
if they can be strengthened to serve an effective coordinating function. Their 
success in establishing themselves as stable organizations and in shepherding 
their member NGOs toxvard cooperation. institutional grourh and more stable 
future funding may determine the ultimate viability of their members. 

f. In terms of this Project, NGOs constitute an infrastructure and resource bass in 
their respective areas of interest that can make meaningful contributions to an 
overall environmental development scheme. Important to this process is 
FIAES's work in providing grants to environmental NGOs. These grants ha\?  
been vital to the NGOs ability to cam. out meaningful programs. 

- Due to the de-emphasis of NGOs in the original PR0MES.A Project design. 
there has not been the same level of effort to train KGOs as there has ken to 
train GOES counterparts. Training of environmental SGOs  was handled a? a 
separate activity under FUPAD. This separation of SGOs  from full 
participation in the Project has limited its impacts on the SGOs.  Spxificall!. 



in the area of cducation. where KGOs have been targctcd. the Icvcl of 
participation could and should have been greater. 

g. Green Project's support for NGOs has been concentrated on S.ALV.\S:\I~LK;\ 
with an investment of over 360 person-days of short-term technical assistance. 
A park plan for El lmposible was developed by short term consultants with 
expertise in anthropology, archaeology. ecology and botany. 

h. Green Project's mandate for NGO strengthening \vas restricted to the 
demonstration area. NGOs have expressed interest in \vorking with Green 
Project but have not been able to do so because their geographic area of interest 
is outside the demonstration area. The Green Project could improve its standing 
with the NGO community by sharing lessons learned in El lmposible Park and 
by giving workshops in park planning for interested NGOs. .A Green Project 
strategy for developing relationships with the more effective S G O s  is needed. 

3. RECOMMENDATIONS: 

a) The work of FlAES should be continued and strengthened. .As discussed in 
Section 111. F, 3. we believe that the ground rules on FI.AES funding should be 
modified to allow placement of a higher percentage of annual in-ilo\vs into an 
interest bearing endo\vment which could help assure the continuation of the 
Fund beyond the Projected termination date of 201 3. 

b) Coordinating and cooperative links should be fostered by the Project between 
GOES counterparts and local SGOs.  especially in the pilot natershcd area. 

c) An annual national environmental fair should be co-sponsored by the Pro!ect. 
CoAmbiente and UTES to expose environmental activities of GOES institutions 
and NGOs to the public. 

d) The Project should sponsor additional training events to strengthen the impact 
of NGO activities on environmental awareness and sustainable 
development'natural resource management. 

e) Because most NGOs are small and have narro\v geographic foci. training should 
focus on skills in non-traditional mass media. This \vould include small limitsd 

' circulation magazines. audio tapes to play to captive or =mi-captive audiences. 

- puppets, group games and other materials. Helping SGOs to develop and 
package these EE/C "kits" through workshops ~vould insure amilahilin- and use 
of EEIC materials throughout the coun tn .  



IV. MAJOR ISSUES 

A. HOW SHOULD THE ACTIVITY BE MODIFIED TO SUPPORT THE \lISSIOS'S 
NEW CROSS-CUTTING FOCUS ON WATER? 

1.  ISSUE: 

As the Mission revises Strategic Objective #4 with water as a cross-cutting focus. how 
should the Environmental Protection Project be modified to support this new Strategic 
Objective? 

2. DISCUSSION: 

Establishment of the new Ministry of Environment and the process of developing a 
comprehensive water law have the potential to provide an improved organizational and 
policy structure at the national and municipal levels that emphasizes normative and 
regulatory functions. 

In our meetings with people working on development of a water law. we were told that 
emphasis will be placed on the watershed as a unit. including possible establishment of 
watershed authorities or districts. We believe that a \vatershed management approach 
would provide a logical unifiing concept for LiSAID's cross cuning strategic objective on 
water. 

Development of a watershed management strategy would provide the basic structure 
necessaq to view a water system as a whole. including: 

*' Water Sources 
- Protected Areas 
- Springs/surface water/\vells 
- Reforestationlon-fm soil and water managemcntreduced run-olfnquifer 

replenishment 

' Water Consumption and Other Uses 
- Water for Human Consumption 

Cities and towns 

- Rural Communities -- Hydro-electric power 
- Irrigation 
- Industry 



.:. L\'ater Degradation 
- Silting 
- Agr. pollution (fenilizer!pesticides) 
- Human pollution 

Sewage 
Laundryhathing 
Trash 
Industrial waste 

- Animal pollution 

Looking at the watershed as an integrated system provides a discrete spatial structure to 
identify and quantify problems, develop solutions. establish priorities and assign 
responsibilities for stake holders and national institutions working in the watershed as well 
as across all o f  USAID's strategic objectives. Without such a unifiing structure. the 
approach to solving water-related problems likely will continue to be ad-hoc. diminishing 
possibilities for synergistic relationships and possibly exacerbating existing problems. 

There are some activities in the early stages of development which are using \ratershed 
management as a uni6ing concept. These include the IDB Project for the L'pper Lempa 
River Watershed, and the program proposed by the Fundacion Amigos del Lago llopango 
to work with 14 municipalities in the Lake llopango watershed. The Green Project is 
bringing in a U.S. Hydrologist this month to help develop a d i agos i s  of \vater resource 
problems in three sub-watersheds in the Project Demonstration Area: San Fmncisc~> 
Menendez, Cara Sucia and El Naranjo. The diagnosis \\-ill be used to d e ~ e l o p  a vision 
statement for watershed management to guide future work in these sub-\vatersheds. 





Recent efforts to establish a new institutional structure for regulation of water and other 
aspects of the environment provide an excellent opportunity for US.AII1 to employ the 
resources available under EPP to assist in organizins MIMA and dc.seloping a poiic). 
framework and agenda for the water sector. 

In carrying out the new water-focused activities, we believe that the M~ssion should look 
at water as a critical resource for sustainable development. a more meaninpful concept 
than access to clean water for rural households. There are many competing demands for 
water and many causes of degradation and scarcity. A water system ma)- be most 
effectively considered as a whole to determine how it can best contribute to sustainable 
development. An essential element is access to clean water for human consumption. but 
it is not the only element. Focussing on water as a productive resource in addition to being 
a public health tool permits addressing its role in poverty alleviation as \\ell. 

3. RECOMMENDATION: 

USAIDEI Salvador should consider support for de\elopment and 
implementation of one or more watershed management plans as the unifi-ing 
concept to address water as a cross-cutting focus for the four Mission strategic 
objectives. First priority should be given to developing such a plan for the San 
Francisco MenendedCara Sucia sub-watershed. utilizins resources available 
through EPP. A second priority would be to support the \vatershed rnana:emmt 
effort of the Fundacion Amigos del Lago Ilopango. These could serve aj models 
for El Salvador to address its serious water problems. 

USAIDE1 Salvador should use the resources available under EPP to provide 
technical assistance to MlMA as it organizes itself and besins to develop its 
policy framework and agenda for water. 

In the development and implementation of a watershed management plan for the 
San Francisco MenendedCara Sucia sub-watershed. skillhl management u i l l  - 
be required to involve and gain the support of the local population. as \\-ell as the 
various public and private sector organizations that should participate in 
carrying out such a plan. These organizations include DGRSR. P.-\S.-\VIS. 
CENTA, Ministry of Public Health and Social Welfare. ASDA. CESDEPESCA 
and NGOs as appropriate. We recommend that the COP!Policy Advisor work 
with MLMA to develop enabling legislation that would provide for formation of 
locally elected watershed authorities. We recommend further that the Project 
provide a broad-gauged field advisor that can work u.ith the participating groups 
to bring them together in support of a cornprehensivc. sub-\vatershed 
management plan. The GreenCom coniponent of the Project should deic.lop a 
comn~unications strategy for developnient of the watershed managmetit plan. 
Iniplenirntation of this strarcgy \iould build local supp~vt and pr~mote  



cooperation among the various organi7ations involved i n  irnplementin~ the plan. 

B. SHOULD T H E  ACTIVITY HAVE A NATIONAL O R  MUNICIPAL FOCUS? 

1. ISSUE: 

As USAIDEI Salvador's EPP is modified to support the mission's new environmental 
strategic objective, should it continue to engage in policy analysis and reform at the 
national level, or should it turn its attention to the role of municipalities in protecting water 
sources, regulating water use and water quality. and reducing water degradation? Or. 
should it do  both? 

2. DISCUSSION: 

EPP's efforts to date in policy reform have not resulted in any specific policy changes 
although the Project has contributed to an increased awareness and concern about 
environmental policy issues. The current effort to prepare a Forestn Law and a Forestn 
Incentives Law seems to be a high priority effort. but has overlooked several imponant 
steps in its development. (See Section II1.B. Policy Component. for a more complete 
critique of the forestry law development process.) 

Under Strategic Objective #2. the Mission has engaged in a number of acri\.ities to 
strengthen the capacity of municipalities. including development of municipal water 
systems. The CkJigo Municipal gives municipios the authority to regulate activities that 
affect public health and the environment. 

: MIMA has been established and a proposed organizational and policy structure for 
regulating the water sector is under consideration. These proposed institutional and policy 
changes provide opportunities for EPP to assist in developing the detailed organizational 
structure to address environmental policy and normative issues. 

3. RECOMMENDATIONS: 

a. That USAIDEI Salvador provide resources through EPP for technical advice 
and assistance to MIMA on developing its oreanizational structure and mission 

. . (including collaborative arrangements with other environmental institutions). on 
revising the National Environmental Strategy and on developing a water-related 

- policy framework and agenda. 

b. That Project resources be used to work with the Xlission's dernocrac!- ncti\ities 
to develop guidelines and training programs for municipal involvement in the 



protection of water sources. regulation of water use and prt\ention of uater 
degradation. 

C. SHOULD THE ACTIVITY ENGAGE IN IXSTITUTIOX BUILDISG 
ACTIVITIES? WITH WHICH ORGANIZATIONS? 

1. ISSUE: 

The policy and demonstration area components of the Project ha\.e a poor record to date 
in strengthening the capacity of public and private sector organizations. In a modified 
Project to support the Mission's environmental strategic objective. should institutional 
strengthening be a priority, and, if so, for which organizations. and \\hat kinds of 
institutional strengthening? 

2. DISCUSSION: 

The Project agreement calls for the Project to "...finance technical assistance. trainin8 and 
commodities to help the participating NGOs and GOES entities to accomplish the 
eight major outputs ..." of the Project. The Project Agreement also calls for the Project to. 
"...improve the policy and coordinating capacity of SEMA to develop important 
legislation and policies impacting on forests. fisheries. protected areas. and \vater 
resources." 

The contract between USAID/EI Salvador and Abt calls for the rechnical assistance team 
to, "...assist SEMA in developing and promoting NRM legislation in the areas of 
general water policy, fisheries, coastal zone management policy and other policy areas...". 

%. In the Demonstration Area component, the contract calls for the contractor to. "assist 
counterparts to establish at least 200 NRM sites during Year 1 and a total o i  2.000 over 
the LOP." 

The contract also states: "The Chief of Party will serve as Project blanagement Advisor 
to the Executive Director of the SEMA. Other members of the Contnctor team will  work 
closely with personnel of NGOs, SEMA, and MAG, establishing professional working 
relationships which promote the use of sound natural resource management techniques." 

The.duties of the Natural Resource Management Policy Advisor in the contract call for 
him to, "...assist SEMA to enhance its capability for NRM poliq analysis. specifically 
in forestry, fisheries. water and protected area and to coordinate with policy units in 
other ministries . . "  

I t  seems clear to the evaluation team that USAID's intention \\as ior the I'roiect to assist 
and enhance the capacity of national orpnizations to c n c  out polic!. rr.!;vm rind natuml 



resources management technology transfer programs. I t  appears that an effort \\as made 
to accomplish this during earlier stages of the Project. hut because of difficulties with 
SEMA and with CENTA. since 1996. the Project technical assistance team has taken a 
more independent stance. 

By establishing itself as an independent entity and disengaging itself from daily contact 
with SEMA, opportunities for institutional strengthening through on-the-job training and 
frequent inter-action have been diminished. Green Project responds that i t  has trained 
many people through the "Green Book" training exercise and through participation in 
working groups and workshops during development of the environmental law and the 
forestry law. The problem is that there has been no systematic effort to develop policy 
reform capacity within SEMA or any other public or private sector organizations. The 
intention of the Project seems to have been to develop this capacity within SEb1.A. \\hen 
SEMA proved to be a weak and ineffective organization, the Project and USAID did not 
develop other institutional avenues for improving policy reform capacity. .As a result. 
there has been no real increase in national institutional capacity for policy reform. The 
elementary training provided through "Green Book" sessions and the participation by 
people in discussions and fora raised consciousness about some environmental 'policy 
issues, but certainly did not develop either individual or institutional capacity for 
generating a policy framework and agenda and for analyzing policy needs and options 

Attendance at such periodic "brief exposure" events by one or two individual 
o n m r  technical/management staff seldom results in changes in institutional priorities. pro, 

and operating systems that improve the nature. quality and relevance of institutional 
activities, performance and outputs. To realize these institutional changes requires day to 
day on-the-job training and inter-action \vith key technical and management personnel. 
complemented by well-targeted short term training. and academic training if and 3s critical 

. technical needs are identified. 

Institutional strengthening has been more successful for GreenCom. which has 
institutionalized Project activities wi th~n  the Ministry of Education. SEMA and 
PANAVIS. It is interesting to note that GreenCom \vas able to institutionalize 
environmental communications capability \vithin SEMA. even through the period of 3 

controversial Director. perhaps because environmental education is less politically 
sensitive than is policy reform. 

The .evaluation team concludes that the Project has not been able to strengthen SE\l.A's 
policy analysis capacity. even after the current director was named. It also has been unable 
to implement alternatives for strengthening policy reform capacity. such as \\-orking with 
the MAG'S Oftice o f  Policy Analysis to strengthen its ability to anakze environmental 'and 
natural resource management policy issues and formulate improved policy responses. 
While the technical assistance team has had some contacts nith SGOs  such as 
CODESIFUSADES and PRISI:\. \ \e  could wc. no cvitlcncc. o fn t te rn~ts  to trencthen 
their policy analysis and fonmlntion capacit! 



In the technology area. the Project did some earlier \sork w t h  CES.I.4 in the 
Demonstration Area. but could and should have continued working closely with CEST.4 
to strengthen its estension program in soil and water management and agro-forestn on 
hillside farms. An early priority ofthe Project shottld ha\-e been to t ~ o r k  with SEX1.4 and 
CENTA to develop a memorandum of understanding establishing what each organization 
would do and how they would work together to carry out an improved. expanded natural 
resources management technology transfer program in the Demonstration Area. The 
Project instead has chosen to develop a parallel technology transfer prognm. 

Lack of  focus on strengthening the capacity o f  national organizations to engage in policy 
reform, and to carry out natural resources management extension programs. raises serious 
concerns about the sustainability of those component activities once Project funding 
terminates. 

3. RECOMMENDATIONS: 

a. That the separate identity and status o f  the "Green Project" be ended promptly 
and that USAIDlEl Salvador use the resources remaining under EPP to work 
closely with MIMA. the environmental/naturaI resources management staffof 
MAGIOAPA. and with the natural resources studies personnel of 
CODESRUSADES. and PRISMA to strengthen policy analysis and formulation 
capacity related to water issues within each organization 

b. That USAlDiEl Salvador and Abt agree on modifications of the T..A. action plan 
to include priority focus on \vorking with MlMA and Xl.4G to develop a formal 
memorandum of understanding. to be signed by both organizations. which 
defines the roles and responsibilities of each in c aming  out natural resources 
management technology transfer programs in the Demonstration Area. 

c. That USAIDE1 Salvador and Abt agree on modifications of h e  T.r\. action plan 
to include development of a formal memorandum of understanding amon? 
MIM.4. DGRNR and CENDEPESCA and any panicipating SGOs. defining the 
roles, responsibilities and relationships of each in c aming  out the protected 
areas program for the Barra de Santiago. 

V. GENDER ISSUES 

Project performance on addressing gender issues has been mixed. In each of the  components. 
there havebeen varying levels of concern and activity. 

A. POLICY REFORM 

An effective policy reform process must incorporate consideration of gender issues to assure 
that the role of women in natural resources management and their decision role related to 



impacts of family and economic activities on the environment are adequately treated. The 
Environmental Policy Reform (EPR) component has been sensitive to gender issues in Prolect 
implementation activities. Women are well-represented anlong the local-hire m e m k r s  o i t hc  
resident EPR team (two women and one man). Seven short-term consultants out of some 35 
were women. Approximately 28% of all participants in EPR-assisted events and fora have been 
women, close to the one-third goal of SO4 results package 4.2.1. Worthy of special mention is 
the major contribution made by one female environmental legal consultant to the process and 
content o f  the draft forestry law. Finally. the draft environmental law appears ro bs gender 
neutral, as it should be. 

B. DEMONSTRATION OF BENEFITS 

In the Green Project DA team. two of the six extensionists are women. These promoters are 
charged with training women in tasks related to house keeping chores that are traditionally 
undervalued as a contribution to the overall workload on the farm. Despite this effort. the 
Project has not given sufficient value to the role of women and their contribution to family 
livelihood. For example. it does not recognize the fact that in the Project area many women are 
heads of households and even when they are not. they are responsible for home _eardens and 
small animal production. In fact. according to CENTA. women in the Pro-iect area shouldfr 
40% of the work load of the integrated farm system. The CENTA vision statement expressly 
recognizes the important productive role of women in agriculture. CENTA also has personnel 
to help partner agencies incorporate their vision statement into their work strategies. 

By distancing themselves from CENTA. the DA field team has lost CEST.A's experience in 
gender issues. Also, consultants brought into the demonstration area were not specifically 
asked to consider the role of women or to give women equal treatment in the f m  prduction 
system. By failing to recognize the productive role of\vomen. the Project missed opponunitifs 
for synergisms resulting from integrated production. Women and children are respmsil.le fclr 
raising chickens and other small animals as well as tending the home garden. \\'omen should 
receive training in appropriate improved technologies which ~vould help them better manage 
their integrated tasks. A simple example of this would be training women and childrsn in the 
production and harvest of forage grass in live barriers for animal feed. \\'omen can mnks a 
tremendous contribution to the integrated farm sFstem if they are valued equally and $en 
proper training in order to take advantage of thcir productive role. 

C. ENVIRONMENTAL EDUCATION AND CO\l\IUSIC,\TIOS 

In environmental education. the challenge is to open opportunities to anyone interested. This 
requires that materials be produced which show both men and nomen in equally wsiti\e roles. 
When there is a need to shou  negative roles. eve? effort should be made to balance thcse 
representations also. Proper treatment of gender issues in education is especially imprtant 
because o f  the subtle character of the material. Segative roles for either nomen or mcn can be 
portrayed without a single \vord. 



In the materials produced by GreenCom. with one notable esception. there is a good balance 
between the representation of the sexes in positive and appropriate roles. .All matclrials except 
the videos give a balanced gender view. In the videos. several people from dift>rcnt walks of 
life are interviewed but all of the professional people interviewed were men. \\'hen this \\as 
pointed out, it was noted by GreenCom that in the walks-of-life represented by those 
interviewed, there are no women. While this may be true in a few cases. \ve are inclined to 
doubt this for many walks-of -life. In the future, greater efforts should be made to find women 
in professional positions to be interviewed. The narration for the videos was done by a man. 
One way to create a positive gender balance would be to have a woman narrate at least some 
or part of the videos. 

In training activities carried out by GreenCom, there was an effon to balance participation. 
Some job categories had low participation of women and some had lo\v participation of men. 
This appears to be due to the character of the individual jobs. For example. there were more 
women teachers and more men park guards trained. 

In the area of consultants hired for the Project, both men and women were _given ad\-ities of 
equal importance for attaining the goals of the Project. This has helped to maintain a good 
balance within the Project. This appears to be confirmed by the gender balance anained by most 
of the materials produced or influenced by the Project. 



VI. LESSONS LEARNED 

A. POLICY R E F O R M  PROCESS 

When providing technical assistance for environmental and natural resources management 
policy reform, there is a well established set of steps that move from the conceptual level to the 
specific level of formulating the rules by which the intended outcome is to be achieved. This 
process involves reaching consensus on a common vision and a strategy to implement the 
vision. From this fundamental base, a policy framework and agenda can be developed. which 
should be widely consulted in a properly structured process. With these steps accomplished. 
the process can move on to the technical legal process of developing legislation and regulations 
to facilitate the desired policy change. Of course, to be successful a sound technical approach 
to policy development and reform must be accompanied by some level of political will 
supporting the direction of reform. As noted earlier. this has been problematic in El Salvador 
for much of  this Project's life. 

B. EXECUTIVE VS LEGISLATIVE PREROGATIVES 

The established custom in El Salvador and many other countries is for the executive branch to 
develop and submit proposed legislation to the legislative branch for approval. In the case of 
the proposed environmental law developed under this Project. the approval and support of the 
executive branch was not obtained prior to SEMA's submission of the drait law to the 
legislature. The Assembly made changes in the draft submined by Project consultants and then 
submitted it for nation-wide consultation. The final product. which included many insenions 
by special interest groups. was sent to the executive branch for their review. Xot surprisingly. 
the executive branch took its time in reviewing the law and then returned i t  to ths Assembly 
with a number of changes that some Assembly members found unacceptable. .As a result. the 
draft law. has languished for months with serious doubts about whether it should be acted upon 
at all in its present form. The lesson learned is to make sure that an) proposed legislation 
conforms to the vision. strategy and policy framework of the incumbent executive branch. and 
that it is thoroughly reviewed and approved before i t  is submitted to the legislati\e hranch k7r 
its approval. 

C. INTER-INSTITUTIONAL COOPERATION 

In a complex Project such as EPP, with many actors and overlapping jurisdictions. i t  is 
important to clearly define the respective roles and responsibilities of panicipating 
organizations and to formalize them through some form of winen  understanding signed by all 
parties. The lack of close cooperation in the demonstration area among CEXT:\. SEJ1.4 and 
the technics1 assistance team provide a good illustration of what can go wrong \\hen there is 
no common understanding of  \\hat needs to be done. I f  the panicipating panics had investcd 
the time and effon to reach agreement on a common approach to natural resources management 
technology transfer. much more progress could have been made toward meeting the Prcject 



objective of developmg and diffusmg soil and water consenatlon and ago-forcsrn 
technologies to the target population. 

D. IMPORTANCE OF ENVIRONMENTAL JOURNALISTS 

The Project has made a major effort to improve the quality of environmental covera_ge in maim 
newspapers and television channels. Environmental journalists received training in 
environmental topics and communications techniques both in country and in the U.S. The 
Project initiated an annual Environmental Journalism Awards ceremony. sponsored by private 
industry, which rewards journalists who have performed in an outstanding manner in print and 
on television. As a result of these efforts, the quantity and quality of coverage of environmental 
topics has increased substantially in the past two years. The lesson learned is that 
environmental journalists can and should play a critical role in raising public axvarmess and 
concern about environmental issues, especially on water-related issues. 
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SECTION C 

SECTION c - DESCRIPTION/SPECIFICATIONS/WORK STATEMENT 

- 
C.1. ACTIVITY TO BE EVALUATED 

Title: Environmental Protection Project 

Project Number: 519-0385 

LOP Funding: $20,000,000 (DA Grant Funds) 
$ 7,000,000 (Counterpart Funds) 

Project Elements: (DA funding levels) 

I: Environmental Policy Formulation and Reform $7,000,000 
11: Demonstration of Benefits $6,600,000.' 
111: Environmental Education $4,000,000 
IV. Audit $ 400,000 
V: Management/Evaluation $1,000,000 
VI: NGO Strengthening $1,000,000 

LOP Dates: Project Authorization Date: April 1, 1993 
Project Completion Date: March 31, 1999. 

C.2. PURPOSE OF THE EVALUATION 

This mid-term evaluation has the following purposes: 

- Evaluate mid-term progress of project implementation under 
Elements I, 11, and 111, and recommend mid-course corrections 
so that the Project fully contributes to the attainment of the 
Mission's Environmental Strategic Objective #4, including the 
Mission's new emphasis on water. 

- Review and analyze "End of Project" (EOPS) outputs defined in 
the Original Project Paper and technical assistance contracts, 
in light of Mission reinqeneered Strategic Objective # 4 ,  
Intermediate Results, and indicators, and recommend changes as 
required (minimal emphasis). 

- Evaluate host country capability and commitment in 
accomplishing the purpose and objectives of the Project. 

- Evaluate the impact of prolect activities on the target 
population (as defined in the p-oject agreezent), both 
intended and unintended. 



- Distill "lessons learned" which briefly describe issues that 
may be generic to natural resources management projects and 
possible solutions/recommendations. 

C.3. BACKGROUND 

The Environmental Protection Project (519-0385) is comprised 
of three operational components: Environmental Policy (Element I), 
Demonstration of Benefits (Element II), and Environmental Education 
(Element 111) . the Project was authorized in April 1993. Elements 
I and I1 are known as the GREEN Project. Technical assistance for 
these two components is provided by a consortium composed of Abt 
Associates prime contractor, and Winrock International and RONCO, 
as sub-contractors. The Environmental Education Component receives 
technical assistance through a delivery order under the 
AID/Washington funded GreenCOM Project. 

The purpose of the Project is to halt and then reverse 
degradation of El Salvador's natural resources base to safeguard 
year-round water supplies and rural incomes. 

The arrival of the technical assistance teams were a) The 
GreenCOM/AED in March 1994 and b) the Abt Consortium team in June 
1994. Institutional changes in the counterpart GOES agencies and 
in the technical assistance team slowed initial progress, but the 
Project gained momentum in mid 1995 and 1996. The original design 
of the project dates to 1991, and there have been major changes 
both in GOES institutions and USAID's organization and 
environmental purpose since then. This mid-term evaluation comes 
at an ideal time to make mid-course corrections so that the 
remainder of the project contributes fully to the Mission's SO#4.  

C . 4 .  STATEMENT OF WORK 

Task 1. Since the original design of the Project, the Mission 
has undergone two internal management and focus restructuring which 
are reflected in various Mission strategic planning documents. 
Although these changes have affected Project implementation, they 
are not reflected in the Project Agreement nor the technical 
assistance contract amendments. To amend these documents to better 
reflect the Mission's current environmental and natural resources 
objectives, the evaluation team will describe, compare, and 
analyze : 



- the End of Project Outputs as pr-oposed in t!ie ?rajscr ?a?-:-; 

(minimize) 
- the Program Outcomes of the Strategic Objective # 5  Program 

Tree (1994-June 1996) ; (minimize) 
- the new Strategic Objective # 4 ,  Framework, Resiilts, and 

indicators; 
- Annex I of the Project Agreement; and 
- the Statement of Work of the technical assistance contracts. 

Based on the analysis, the evaluation team will recommend 
changes in the Project Agreement and technical assistance contracts 
that will align the activities and project documentation with AID'S 
new Strategic Objective # 4 ,  Results Packages, and Intermediate 
Results. In addition, the team will provide specific 
recommendations on the advisability of carrying this project 
through the strategic planning period. 

Task 2. Evaluate overall management of the Project by .at 
Associates (prime contractor), Winrock and RONCO (subcontractors), 
and the delivery order under the Academy for Educationai 
Development. Are Project objectives clear to the technical 
assistance consortium? Does the technical assistance team have 
sufficient and adequately qualified personnel to implement zke  
project? Is home office support responsive, timely, and efficient? 
Has the technical assistance team, in conjunction with the host 
country counterpart, developed a workable project administration 
and implementation structure? Are there clear lines of authority 
within the Project Implementation Unit? Is procurement of  he 
goods and services done in a timely, efficient and cost- 
conscientious manner? Briefly review Mission management of the 
project, as it relates to future coordination and supervision. 

Task 3 .  Describe and analyze the Policy Component, its 
specific achievements, and its contribution to Results Package X 2 .  
In October 1995, USAID/El Salvador contracted an evaluation of the 
Policy Component, and as a result of that evaluation the focus and 
outputs of the component have been revised. The evaluation team 
will describe and analyze the new focus of the Policy Component, 
and its accomplishments to date. The team will describe and 
analyze how gender is incorporated into the policy component and 
how important gender is in the attainment of the component's 
outputs. The team will recommend areas where the Component can be 
strengthened, and expanded or narrowed in its focus, to better 
contribute to the achievement of the policy results of the 
Mission's strategic objective. 



Task 4. Describe and analyze the management of and the 
outcomes achieved by the Environmental Education component, their 
contribution to Results Package #1 of the Strategic-_Objective. 
This component is implemented through a delivery order to the USAID 
centrally funded GreenCOM Project. Particular attention should be 
paid to the benefits accrued to the USAID/EL Salvador environmental 
program by its association with the GreenCOM core project. The 
team will describe and analyze how gender is incorporated into the 
environmental education component and how important gender is in 
the attainment of the component's outputs. The team will recommend 
areas where the Component can be strengthened, and expanded or 
narrowed in its focus, to better contribute to the achievement of 
the ~nvironmental Education results of the Mission's environmental 
strategic objective. 

Task 5. Describe and analyze the management of and .the 
achievements to date of the Demonstration of Benefits component of 
the Project in the Demonstration Area in Ahuachapan, and its 
contribution to the Results Package # 2  of t e  Xission's 
environmental strategic objective. The team will describe and 
analyze how gender is incorporated into the demonstration area 
component and how important gender is in the attai3mer.t of the 
component's outputs. Specific attention should be given to the 
counterpart arrangements and Government of El Salvador's (GOES) 
commitment to the Demonstration Area and to the natural resources 
management issues represented by the various ecosystems of the area 
(i.e. protected areas and buffer zone management, artesanal 
fishing, mangrove management, etc.) . The team will recommend areas 
where the Component can be strengthened, and expanded or narrowed 
in its focus, to better contribute to the achievement of the 
increased use of environmental technologies and practices results 
of the Mission's environmental strategic objective. 

Task 6. Describe and analyze the long-term sustainability 
(financial, institutional and technical) of project benefits and 
capacity building of project activities. Is there sufficient 
political support both at the local and national levels for 
benefits to continue? Propose specific actions that should be 
continued or initiated to assure the lasting impact of project 
initiated benefits. 

Task 7. Describe the potential role for NGOs in supporting 
the Mission in achieving its Environmental Strategic Objective. 



Review NGO activities linked to the Environmental Protection 
Project via the Initiative for the Americas Environmental Fund Debt 
Reduction for El Salvador (FIAES). 
Interview NGO community members and other key ~alvadorankin order 
to assess NGO roles to date and their potential for the future. 
Identify general strengths, weaknesses and needs for assistance to 
strengthen key NGOs. 

C . 5 .  METHODS AND PROCEDURES 

Prior to arriving in-country the evaluation team should 
familiarize itself with the basic project design and implementation 
documents which will be provided to the team by USAID/E~ Salvador. 
Upon their arrival in El Salvador, the Contractor will meet with 
the Strategic Objective #I team. When detailed instructions and 
expectations will be given to the evaluation team. 
Within three days the evaluation team will share the evaluation 
work plan with member of the SO4 team and develop a detailed 
schedule of interviews and site visits. The evaluation teas xill 
hold bi-weekly progress meetings with the AID SO4 team members. 

The evaluation team will interview key project personnel, 
national counterparts, Mission staff, and a sampling of the 
intended beneficiaries of each component. The team may wish to 
carry out a rapid appraisal technique to analyze the impact of 
project activities on targeted beneficiaries. The team will review 
all documents and data relevant to quantifying project progress. 
The evaluation report should provide empirical findings to the 
questions and tasks described in the scope of work. Conclusions 
(interpretations and judgements) should be based on the findings , 
and recommendations based on an assessment of the results of the 
evaluation exercise. The evaluation team should also provide 
lessons learned that may emerge from the analysis. 

C.6. REPORTING REQUIREMENTS 

The Contractor will submit a draft report in English and in 
Spanish, at the end of the 5th work week. A final report 
acceptable to all Parties, will be submitted in both languages 
prior to the team leaving the country. ( 5  copies each) 

The evaluation report shall contain the following sections: 
- Project Identification Data Sheet (to be provided by USAID/El 

Salvador) 



- - Table of Contents 

- Executive Summary that states the development objectives of 
the activity evaluated, purpose of the evaluation, study - method, findings, conclusions, recommendations, an3 lessons 

learned about the design and implementation of this type of 
activity. 

*. 

- Body of the Re~ort 
Introduction: 
Background; Purpose of the Evaluation; Team Composition; 
Evaluation Methods; Project Settinq (Current and durinq - 
the design); Natural ~esources- and Environmental 
Management Dynamics; Political, Social, Economic and 
institutional Setting. 

- Brief Description of the Project: - Summary of the Components; Budgetary Support ~evels; 
Project Paper EOPS; Current SO#4 Results Fracework. 

- Presentation of Section IV, Tasks 1-7: Presentation and 
discussion of the evidence and findings of the study 
concerning the issues and topics listed ir. Section IV 
Scope of Work, Tasks 1-7. 

- Conclusions drawn from the findings, stated in s~ccinct 
language. 

- Recommendations based on the study findings and 
conclusions, stated as actions to be taken to change the 
Project Agreement and technical assistance contracts in 
order to align the activities and project documentation 
with AID'S new Strategic Objective # 4  Results Packages 
and Intermediate Results. 

- Lessons learned. 

- 
II 

A~~endices 
- Copy of the evaluation scope of work 
- Results Framework for S 0 # 4  
- List of documents consulted 
- List of individuals and agencies contacted 
- Technical annexes, as required. 

- A six-day work week is authorized 

END OF SECTION C 



ANNEX B 

CONTRIBUTIONS OF EPP TO RESULTS FRAMEWORK FOR SO # 4  

RESULT NO. 4.1: INCREASED AWARENESS O F  TXE 1!!13?.:;:::5 3' 
ENVIRONMENTAL ISSUES. 

r p - L  .---*,---,. -- RESULT NO. 4.1.1 : ENHANCE9 EASS E ? - . J - .  . .2.. 5 . .  - A ~ . .  - -  
ENVIRONMENTAL ISSUES. 

The Project has made major co~trib-ti-cs r: - .-a=- --- enhanced mass media attention to environmental issues. -.--..--..., 

through its training programs and seminars far en::iron:.ecral 
journalists, has substantially increased their knowle5?e zf 2?.6 

. . interest in environmental topics and corAT>Jnicatio?s te~??.:q..e,s. . . The annual awards program for environneztal ;?:~rna::s:s "2s  
promoted and rewarded excellence ic environaental reazrr:?.;. As 

. . 
a result of these programs, coveraqe of environme:.ca_ :ss-es 1:. 
print and on television has increased in both qQa-tiry 27.5 
quality. There has also been a moire fro: srride~z critizsr r= 
fuller, more reasoned discussion of the casses 3f et.:i~z-~-.e~~~1 
pollution and the steps necessary to deal wir? tie?. 

RESULT NO. 4.1.2 : IMPROVED COS'SFI9GE Or - 7'.'.T-n''"- &.. . A s-..:.:S -. .- 
ISSUES IN EDUCATION INSTITUTIONS. 

The Project has made major strides ir. kelci-g :c 
bring about increased coverage of environmental issces i:. 
educational institutions. GreenCom has worked closely xi:?. the 
Ministry of Education to produce teacher guides for cricary 
education, and is working with MINED to prepare materials for 
secondary education. GreenCom also prepared five video prograns 
(on water, soil, forest, bio-diversity and urban en~iron~ent) :en 
audio programs (on water and the environment) and enviroxental - 'h message boards for schools in the demonstration area. L . . -  

personnel in the Environmental Education and Comunicati3r.s unic 
of the the Ministry of Education have been trained a-d are 
capable of carrying on EE/C activities when the Gree-Zcr activiry 
ends. 

RESULT NO. 4.1.3: ENHANCED GOES SAND NGO EX'.'I32S!!5X?.lL 
EDUCATION CAMPAIGNS AND ACTIVITIES 



. . 
GreenCom has worked closely , X I : :  :?.e Sf:.!, Z 5 : Z  

unit to carry out environmental education caxpai<zs 2-er the ?as: 
two years. In this effort, as with others, GreenZsr. ?.as .:ie:..eA 

. .  . 
itself as a catalyst, carrying out activities i?. ;.; j... . .- . -- 
requires active participation and institutional i?'.esz:e?.: - 5  - - 
resources by counterparts. With each campai~n, the 5 2 . 5  s:a:: 

. . has taken on more responsibility so that it can assc:.e f ~ d i ~  - 
7 - management of the activity when GreenCom f~~ndinq e-cis. ;ree?.-3:. 
, .  . - 

has also worked with the EE/C units of the Parks ap.3 Sils-:re 
Division (PANAVIS) of the Direcorate General of XenevaSle !<at,:ral 
Resources (DGRNR), SALVANATURA, CENTA and AMAR Zo inprozie the:: 
ability carry on EE/C activities. 

RESULT NO. 4.2.1: ENHANCED PART1CIPATIC:C I S  
ENVIRONMENTAL EVENTS/FORA BY POLICY MAKERS, CZCISI3:; >!.??Z.?S 

The Project is exceeding annual and cumula~ive q-a?tiza~:::e 
targets set for this indicator. Based on a randm revie% sf 
participants at environmental events/fora managed ac3 sponsare5 

. ..---.- by EPR, approximately 755 of these fall within ~ b e  brzaz 'L>.~.--  
definition of policy/decision-makers. Based on :!?is esziraze, 
2,192 policy/decision-makers attended these evenrs/:3ra bezveez 
1995 and the end of the first quarter of 1997. ??.is excee3s r?.e 

.2 projected cumulative target through the year 2032. Like>:Lse, z5.- 
list of studies and documents prepared exceeds so:?. 2?.?.;31 at5 
cumulative targets through 1997. 

It should be noted, however, that Result No. 4.2.1 auantitati-e 
indicators do not attempt to measure quality or appr3pria:e:.ess 
of economic policy reform activities. These weaknesses in 
measuring Project contributions to policy reform are discussed i- 
the policy reform section of the evaluation report and in Annex 
G. 

RESULT NO. 4.2: INCREASED KNOWLEDGE OF ENVIRONMESTALLY 
SOUND TECHNOLOGIES AND PRACTICES. 

See discussion below. 

RESULT NO. 4.2.2: APPROPRIATE NRK TECHNOL3GIES AS3 
PRACTICES DEMONSTRATED IN SELECTED AREAS. 

Initially, the contract technical assistazce ceam 
worked with CENTA to enhance its NRM technology transfer prcgra?. 
in the Demonstration Area. Under an agreement betwee? SEXA aad 
CENTA, Project counterpart funds were used to pay tke salaries 2 5  
seven extension agents in the D.A. Projecz fands were also 

"Ce.lL-, -5 fCT farller-S provided to purchase planting materials as i.. --'..a 



to adopt soil and water management and corserva::~?. przcz:=os. 
. . 

However, the achievements of this proqraa 5ave beer _:r.:=?5 
because the attention of Project personnel was diverted f r x  :?.is 

i Lq" r . -> -  - - -  primary Project objective to carryi?.;. csc Csx~,;r.ity 1 -...I-- 
-__..es, 3 ; ~ s  2:; Projects such as construction of syoves, ia+r4- 

, . 
wells. In addition, in late 1996, the S Z M h  director 5ez:ze- z; 
stop providing extension personnel for CENTA and moved :?.er. - 
directly under SEMA. The Green Project also decide2 z 3  i?:ra&;ze 
the Farmer/Promoter methodology used under the LSPE crsiezr . . *  in 
Honduras, and to use their personnel plus the SEVA exter.si:?.isrs, 
to train farmers in the new approach. As a result sf :he 
excessive time devoted to Community Conservation Prcjezzs, 1F.e 
effort to develop and transfer soil and water censer:-aris?. a:.5 
agro-forestry practices to the target population fell behiz5 

. . 
schedule. The decision to reduce support zo CENT.; a?.- zc szr:<e 
out on a different tack with the farmer/promoter przlr?:. raises 

. . 
serious concerns about the sustainability of these zz::.::::es 
when Project funding terminates. Section III,E pro.:iies a 
further discussion of this area and recormendations for 
improvements. 

RESULT NO. 4 . 2 . 3 :  - - -  - - -7  IMPROVED MAXAGE:.!ZXr G Z  - L - L _ . _ L ~  

PROTECTED AREAS AND THEIR BUFFER ZOKES. 

. The Project provided timely 2nd i ; - ' ' . .  ....c.---_-i - - . a -  - . .  
technical assistance for developing a participazi.;~ xa?.a;e:en: 
plan for the "El Imposible" National Park. The ?roo;s:t ?as als- 
provided technical assistance to SALVANATURA and PAN.4i;IS in 
improving park managment and activities in the b-ffer :czes . . 
surrounding the park. The Project has encountered <:ffic.:-z:es 
in developing a similar plan for the Barra de Santiass area. 
There were problems with a consultant brought in to wcrk on the 
plan and with the cooperating NGO, AMAR, which had -&;or internal - - - - -  problems and failed to present their application for a :;.+zb 
grant for the activity before the grant submission deadline. 

RESULT NO. 4 . 2 . 4 :  TECHNOLOGIES AND PRACTICES OF 
POLLUTION PREVENTION/CONTROL DEMONSTRATED. 

Performance against thxs result was not evalcaced 
as activities in this area have been carrxed ost ~ n d e r  a?.szher 
USAID project. 



ANNEX C 

LIST OF INDIVIDUAtS AND AGENCIES CONTACTED 

A. GENERAL 
- 

SEMA (Secretaria Ejecutiva del Medio Ambiec~e) 

Ing. Luis Antonio Gonzalez Executive 3irec:or 
Ing. Miguel Fco. Galdamez Sub-Directar 
Lic. Milagros Escamilla Coordina~or, ;I3 ?r=;ecr 

GREEN PROJECT (Abt Associates/W~nrock/RONCO~ 

Dr. Carlos Rivas Chief of ?arc!; 
Lic. Atilio Garcia Commiinications Adviser 
Ing. William McDowell demon st ratio^. Area .k7:issz 
Dra. Archer Heinzen - 

! raini?? Ad..rissr 
. . .  

Lic. Ana Maria Linares Envirox?e?tal La..< Spe::a-:sr 

GREENCOM 

Jose Ignacio Mata 
Ana Celia aominguez 

FIAES (Fondo Iniciativa para las Americas El Salvador! 

Ing. Alcides Molina 
Lic. Julio Quinteros 

General Manager 
Project Coordinad3r 

MAG (Ministry of Agriculture) 

Ing. Ynez Maria Ortiz Director General, DGRN3 
Ing. Julio Olano Deputy DG, DGRNR 
Patricia Quintana Director, Forest Service 
Jose Luis Rodriguez Legal Advisor, DGRNR 
Lic. Ricardo Hernandez General Director, CENDEPESCA 
Ing. Joaquin Larios Nat'l Extension Coordinator, 

CENTA 

CODES (Cornision de Desarrollo Sostenible-CUSADES) 

Lic. Miguel Araujo Executive Directcr 



B .  POLICY COMPONENT 

GREEN PROJECT 

Dr. Gunars Platais 
Lic. Ligia de Kuila 
Lic. Amanda Ulloa 
Wilfredo Fuentes 

Policy AdvLszr . . 
Lawyer/Leqs:ario~ -2.5-:is:: 
Policy - 
Policy 

SEMA (Secretaria Ejecutiva del Medio Ambientei 

Lic. Jose Roberto Lopez Policy Specialisr, ?lan=in; 

MAG (Ministry of Agriculture) 

Lic. Adolfo Villacorta Director, Agric:ul:>2rzl S;zr?r 
Planning Offize 
Director, Ofice -i - - - .  .-. ; -..-;' Lic. Edgar Cruz Palencia - _  -_ 
Policy Analysis 

Ing. Saivador Urrutia 0irector, office c: ----i: -:-. -- 
of Projects 

USAID/STRATEGIC OaJECTIVE TWO TEAM 

Torn Hawk 
Ing. Jacobo Harrouch 

RTI (Research Triangle Institute) 

Kunicipal 3e::tls~:ec: 
Regional Speciallsr 

Dr. Allen Austin Director 

NATIONAL ASSEMBLY (COMMISSION FOR THE PROTECTION OF 'THE ZNVI33S!-!E!Y 
AND PUBLIC HEALTH) 

Dr. Dagoberto Gutierrez Former Legislator (FKL?i\ 
Horacio Rios Legislator (PCN) 

C. DEMONSTRATION AREA 

GREEN PROJECT 

Ing. Ricardo Hernandez Field Coord~zator 

CENTA (Centro de Technologia Agropecuaria y Forestal' 

Ing. Fausto Calderon Agency Fead, 51 :-.- .,a-rn- 

. . . - -  - Ing. Jaime Martinez Echegoyer Agency sea=, C z r a  : - - - s  



FUCRIDES 

Isadra Orantes Head of 7ralnlnq Ce?.:er 

PANAVI S 

Jose Miguel Chinchiu Head of ?ark G~arcs - :?. 5s: 
Senlto 

SALVANATURA 

Alfredo Paz Head of Buffer 2s-e .~.cz:vlr:es 

AMAR 

Ruben Qulntanllla Fleld Dlrecz~r 

D. ENVIRONMENTAL EDUCATION AND COMMUNICATIONS 

MINED (Ministry of Education) 

Maria Leticia de Escalante -. - Head, Er.v. Educ. :..--, 
33?EA 

Vilma Sonia Aparicio Head of Csmr,un:caz:zr.s, 325.: . .. . 
Jaime Lopez - . -  Environrnenzal ?ec:?.-.:za- -..-- 
Daisy de Campos 

SEMA (Secretaria Ejecutiva del Medio Ambiente) 

Lic. Blanca Ruth Alarcon Env. Educ. Tech. Uni: . . 
Ing. Ciro Calderon Coordinator, Env. Edzc. vnit 

MAG (Ministry of Agriculture) 

Llc. Leonor Quevedo Coord., Env. Educ. G n l r ,  3.LV.riVIS 

Annie Valencia 
Sylvia de Palma 

Gender Officer 
SABE ProjecE 

GESTION EDUCATIVA DE SAN SALVADOR 

Ricardo Echegoyen Model Schools Coordinator 



Lic. Ruben Quintanilla Fieid Specialisr 

- 
ASAPROSAR (Asosciacion Salvadorek Pro Salud Rural1 

Dra. Vlcky Guzman de Luna Executive Dlrector 

ASPAGUA (Asoclaclon Salvadorefia de Profeslonales de Aq~al 

Arq. Emilia de Quintanilla Executive Director 

CEDRO ,Centre Eaxcaclonal para el Jesarrollo R,cral' 

Lic. Sase Roberto Castillo Executive 3irecror 

CEPRODE (Centro de Protection para Desastres) 

- - - - - -  Lic. Lidia Castilio ~ x e c .  Dir., farxer :-.-;a 2sard 

CESTA 

Lic. Victoria Flores Coordinator, Eco-Scie?.ce ?rz:rac 

COMUNICADORES AMBIENTALISTAS SALVADORENAS 

Nestor Martinez President 

FUCRIDES (Fundacion Cristiana para el Desarrollo; 

Ing. Roberto Figueroa Director President 

FUNDACION AMIGOS DEL LAG0 ILOPANGO 

Ernesto Freund President of Board 
Lic. Norma de Dowe Executive Director 
Jose Roberto Santamaria Manager 

FUNDALEMPA 

Jose Antonio Chavez Education Unit 

FUPAD (Fundacion Panarnericana para el Desarrollo) 

Arc. Carolina de Dreykorn Dlrezz3r 



FUTECMA (Fundacion Tecnlca Pro Medio Arrbiente) 

Lic. Reynaldo Quintanilla Executive Dlrect~r 

IDEA (Iniciativa para el Desarrollo Alternative) 

Lic. Juan Pablo Dominguez Project Chief - 

MONTECRISTO (Asociacion Montecristo para la Na::;ra;eza :. s1 
Desarrollo Sostenible) 

Lic. Daisy Dinarte Ortega Executive Director 

. . 
PRISMA (Programs Salvadorerio de Investlgaclon sobre 3esarrzA-=. ;y 
Medio Amblente) 

Lic. Deborah Barry Executive Direc~ar 

SALVANATURZI [Salvanatura, Fundacion Ecologica de El Sals.a=zr' 

Llc. Juan Marco Alvarez Executive glreczcr -. - 
Ing. Luls Narlo Aparlclo Project Kana;er-2- -T?~S:=~S 

Lic. Dora Eugenia Gasteazoro Communication Na-aqer 

UNES (Unidad Ecologica Salvadorefia) 

Mauricio Sermerio President of Board 

F. AID 

Ken Ellis 

Peter Kranstover 
Charles North 
Julio Segovia 
Mercy Castillo 

Peter Gore 
Rudolfo Cristales 
Maria Rodriguez 

Mary Ott 
David Gardella 
Roberto Gavidia 
Silvia Palma 
Lito Cuellar 

Mission Director 

Director, SDO 
Evaluation Office1 
Poverty Focus 
Link to SO#4 

Team Leader, S 0 # 4  [Environxe::) 
Results Package 11 Tea? Leaaer 
Results Package 9 2  Tean Leader 

-1.;  Team Leader, SO#1 (Zcon ;roxL'-' 
Deputy, Economic Grow:h 
Link to SO#4 
Link Co SIT" d - - i  

- .  , ,I?;. SC-4 



Deborah Kennedy 
Tom Hawk 
Jacobo Harrouch 

Brenda Doe 
Jose Antonlo Ranos 

Maritza Castillo 
Veronica de Calderon 
Jorge Garcia 
Ricardo Vasquez 

.. . . 
Tean Leader, SC=3 =?3-:?.' 

Link to Soti 

- 
Contracts 
Controller (Vo~cners; 
Controller (Acc~xz:i:.;' 
Controller 

G. OTHER 

BID (aanco Interhericano de Desarrollo) 

Ing. Fadrique Otero Sub-Represents::.:? 
Ing. Hernan Romero Chavarria Water Pro]ects 

- . , 

Ing. Rodrigo Guerra y Guerra Coefficiezc:; C3r-~.iz:?e rrrs:zer.z 

CAMARA DEL AGZO 

Ernesto Alvarez President 

TEXAS A&M ALUMNI IN EL SALVADOR 

Eduardo Palomo President 

ACADEMY FOR EDUCATIONAL UEVELOPMENT/WASHINGT3N 

Bria Day 
Rich Bossi 

Peter Templeton 

Mike Conti 

Greg Michaels 
Lily Valle 

GreenCom Project Direct3r 
GreenCom Latir. .\-sr ican 
Programs 
GreenCorn/El Salvaior 3a:ssiap 



CRECER 

Hugo Ramos 

CLUSA 

Samuel Salazar 

AN DA 

Jose Maria Orellana 
Mercedes Serrano 

Lic. Luis Chevez 

FORMER AID 

Ann Lieuwe?.dowski 

Policy Advisor 

Assistant Manager . - 

General Manager 
Coordinator, 
Coordlnatlng Cornr?lss:sr. fzr 
Sectoral Reform of 
Water Resourses 
Technical Advlssr 

Former E?? Project :%:.a;er 



ANNEX D 

SCHEDULE OF INTERVIEWS AND FIELD VISITS 

WEEK ONE 
- 

Sunday, 4/20 Team members Johr O'C=r?.ell, 2 2 . .  3:b 
Peck and Ray Dodd arrive in 51 Sala::sszr, 
housed at Hotel El Sall?ador. 

Monday, 4/21 9:30 a.m. - Initial neetirq xith :S.:.I3 51 
Salvador SO4 Core Teax. 

12:30 p.m. - Lunch with Ckarles ::cr:., 
Mission Evaluatiog Offizer. 

3:00 p.m. - Meeting with Will ?.!~3:...:01: 
Winrock, to disc~ss aczivicies i:. 
Demonstration Area. 

5:00 p.m. - Team meetinq to ro.:i?s: 55::'s 
activities, exchange ideas an";?zor-:a::2?s 

;ea? :.e?r:?.zs and plan future activities. ' -  

for these purposes will be !?el- ?: :he er? 2f 
every day throughout the eval..=-.-- ' 

Tuesday, 4/22 10:OO a.m. - Team meetlng wrtk Iq?sz:z 
Mata, GreenCom Chief of Par::;. 

2:30 p.m. - Team meeting with Carlas 3iz:as, 
Green Project Chief of Party and ?!ila;rss 
Escamilla, National Coordinator, Cree: 
Project. 

Wednesday 4/23 10:OO a.m. - O'Donnnel/Mann/Do~~ a::=?.- 
AquaTech Conference for presentatlans =? 
SEMA, SALVANATURA and the MI-isrry cf 
Education. 

2:00 p.m. - Team meeting with I n q .  .J.zto?:o 
Gonzalez, Director Execut~vo, SZ-3.. 

- 
Thursday 4/24 9:30 a.m. - Team meeting wirh :!?e :?re .ear?., 

. - Results Package #i an3 PZ :ea?.s, sc- s?.ers1 
u - -  - - 7 .  S~pport Members for Scrate7'- -" ' --- :- .-  - ' 



- . - - 11:00 a.m. - neezl-9 .x:::. rs:er ;zr2, 
SO #4 Team Leader and Felix Criszales, 

. . Results Package t 1 Team Leader z3 31s:;~~ 
the Evaluatio- 7erms of Xefere-cz. 

- 1:00 p.m. - Team meeting wich 2ezer ,-re 3'5 
Rudolfo Cristales to discuss FIhES - an5 S33's 

Friday 4/25 Morning - Prepare Evaluation W3ri ?la:. 

3:00 p.m. - Team meeting with Perer Scre a2.d 
.. . 

SO#4 Core Team to present Eval~carioz ~ s r <  
Plan. 

Saturday 4/26 Team Planning Meeting and Docuse:.zsric. 
Review. Ray Dodd accozpar!ies Zose I:?.a=is 
Maca, GreenCon Chief of ?arty to r.ee:i?: sn 
environmentai educatio~ a: rhe .:r.i~ers:ry 
level. 

WEEK TWO 

Monday 4/28 
- .  . . 9: 30 a.m. - Peck neeti-? wi:h >iiAi ?!c3o.~e_:, 

- .  
Demonstration .Area Advisor a:d Zarlzs %:.:as, 
Chief of Parry, Green ?r3jecr. 

9:30 a.m. - Dodd meeting with GreenZx s-aff 

2:30 p.m. - Team meeting with hlcides !%liza, 
Gerente General, FIAES (Fondo de Iniciativa 
para las Americas). 

4:30 p.m. - Team meeting with Deborah 3erry, 
PRISMA. 

Tuesday 4/29 8:30 a.m. - Security Briefing at U.S. Erbassy 

9:30 a.m. - O'Donnell/Mann attend Gcnars 
Platais, Green Prolect Policy Advlsor, 
presentation to SO # 4  team. 

9:30 a.m. - Peck/Dodd meet with Sender 
Specialist, USAID/El Salvador. 

11:OO a.m. - Dodd meets with Sylvia ee Palma, 
Education Office, USAii3/El Sall.a3?r. 



. - 12:00 - OtDonnell/Mann zee: u:::. ;;rsrs - Platais, Policy Advisor, Green rro:?::. 

3:00 p.m. - Team neetin? u;::. ;;z?. > :? rzz  - . - . . - , . - - . . - > Alvarez, Director Executiv,?, >.AL.. .-....-.. -.-..-.. 

8:00 p.m. - Dodd attends Environ~~ezral - 
Journalists' Award Ceremony, Skerat-:. ?are: 

Wednesday 4/30 Mann/Dodd - Interviews. 

Thursday 5/1 

Friday 5/2 

Saturday 5/3 

WEEK THREE 

Monday 5/5 

John O'Donnell and Bob Peck visit =--'a-- _ 
Demonstration Area with Kill !,:c3s'..'ell, 
Winrock advisor, Green Pxojecz. 

Mann/Dodd - Interviews. 

- .  O'Donnell/Peck continue ;:el$ .;<sir ic 
Project Demonstration Area, re:.zr?.i:.; T z r  
FIAES field :rip at 12:30 p . ~ .  

3:00 p.m. - O'Donnell and PecX vlsi: ::,IS 
funded activities in Usulutan a-d '!cra?a:. - . - - - - -  with Alcides Yolina, Gerezte ;e?.era-, :-A:: 

and Peter Gore, SOR4 Tea3 Leaier. 

Mann/Dodd - Interviews. 

OIDonnell/Peck continue FIAES ::el5 trip. 

Team Plannlng Meetlng. Prepaxe crafz s:t:?e 
for evaluation report. Asslgn draftl-g 
responslbllltles. Documentation Revle*. 

9:30 a.m. - Team meetlng wlth Sot4 Core Tear. 

11:30 a.m. - OIDonnell/Mann meet wit!? Antc-io 
Villacorta, Director, OSPA (Oficina Secroxial 
de Planificacion Agricola). Doa3 ro 
GreenCom, Peck to Green Project. 

- .  2:30 p.m. - Peck meet with Samuel >a-azar, 
CLUSA. 

4:00 p.m. - O'Donnell/Mann/?eck k.ee: .xiz?. 
Brenda Doe, team leaders fsr 52.3 3ezlrY 



Tuesday 5/6 Peck to DemonsLraLion Area 5:: -::s;r; ;::r:. ---...... 
CENTA, FUCRIDES, PANAVIS, he.-: -.,-. -5 -  27.5 
AMAR . 

9:00 a.m. - Dodd meet w i t h  '.:ar:a Lerlz:; 52 
Escalante, Jefe de Unidad ce E2;;i::s:. - " 

Ambiental and Vilma Sonia Aparzcio, -?Ze de - - .  - 
Comunicaciones, Ministry or ta.;ca:i2?.. 

10:OO a.m. - O'Donnell/Mann zee: .xi:?. :,;;is 
Segovia, SDO Poverty Focus Officer. 

. . 
11:OO a.m. - O'Donnell/Mann Tee: w l r r  Y a r v  
Ott, Team Leader :or Soti /Scc?.z?.iz Zrs.dt?.) 

1:00 p.m. - O'Donnell/Mann reez :.:<re. 33:.i3 
Gardella, SO#1. 

- . -  
1: 30 0' Donnel;/Mann meet wit?. ---e?. ;;sriz, 
RTI Chief of ?ar:y. 

4: 30 p.m. - O'Donnell/Man~/3a" :."?z xlr?. 
Hugo Ramos, Policy Advisor, C?.SZZ?.. 

Wednesday 5/7 Peck continues in De?anscra::sc Are? 

. . 
8:30 a.m. - OIDonneil/Mann z e e z  ~ c r r  
Frederick Otero, Sub-Represents-re, ar.3 
Hernan Romero Chavarria, Gazer ?rz;ez:s 
advisor, BID (Banco Interherizz?.: 5e 
Desarrollo) . 

9:00 a.m. - Dodd meets wlZ5. Rlcarjs 
Echegoyen, Coordinador Escuelas Xoselss, 
Gestlon Educativa de San Salvador. 

10:30 a.m. - O'Donnell/Mann meer wizh >!ig-el 
Araujo, Executive Director, CODSS/XSA3ES 

?ii (Comite de Desarrollo Sustenible:. To 
GreenCom. 

1:00 p.m. - O1~onnell/Mann meet wiz?. C?.arles 
North, Evaluation Officer, ;S.7;3!tl Salvadar. 

1:30 p.m. - Dodd meets wixk Sic. ;e3:.a: 
Quevedo, Coordinadora Knidae no 55,:zac:isn 
Ambiental, P A N A V I S .  



. . 
2:30 p.m. - O'Donnell/??a-z ceez '<:rr. 
Salvador Urrutia, Director, 3C? 2flz133 JS 
Coordinacion de Proyectas:. 

Thursday 5/8 Peck continues ln Demonstra::cn G r s ? .  

8:30 a.m. - O'Donnell/Mann meet w;L2 :emra?. 
Kennedy, Team Leader 5082. 

9:00 a.m. - Dodd meets wlth Jose Azz=::z 
Chavez, FUNDALEMPA (ex-PANAVIS). 

. .  - 
10:30 a.m. - O'Donnell/Mar,n ?.eet .xr:?. ;r-estz 
Freund, President, Fundacion higas 5el lags 

L > - - . -  --------, Ilopango, Norma de Dowe, Exe-,'-;'-- ?-  --"' 

and Jose Roberto Santanaria, :.:a:.a:er. 

. . 
2:00 p.m. - O'Donnell/k:azn Tee: wl::. Zr. 
Dagoberto Gutierrez, former FMLS 5ea:zv. - .  

2:00 p.m. - Dodd meets xi55 ;?i?.y Lzpez a7.6 
LC.-_".. Daysi de Campo, Unidad de Ed,>---'-- 

Ambiental, E4I:JED. 

3:30 p.m. - O'Donnell/Mann zee: u:tb. Zzse . -,.... Maria Orellana, Serente Senera:, K.I.-. 

4:00 p.m. - Dodd meets with Daisy Dinarre, 
Asociacion Monte Cristo. 

4:30 p.m. - O'Donnell/Mann meet wizk Xerzedes 
Serrano de Hernandez, Coordinadora, Unidad 
Coordinadora de la Modernizacion, Co:.ision 
Coordinadora para la Reforna Sectorial de ios 
Recursos Hidricos and Lie. Luis Chevez, 
Asesor Tecnico. 

Friday 5 / 9  8:00 a.m. - O'Donnell/Mann meet with Edgar 
Cruz Palencia, Director OAPA (Oficina de 
Analysis de Politica Agropecuaria), MIKAG. 

8:00 a.m. - Dodd meets with Mauricio Ser~eno, 
President, UNES. 

1:30 p.m. - Dodd meets with Jose Igr.azio 
Mata, Chief of Party, GreenCom. 



- Saturday 5/10 Team Planning ?lee~in,-. ~22::. - " 7 2 - ~ - . - y  - 
sections of report. 

WEEK FOUR 

. . . .  - 
Monday 5/12 8:30 a.m. - Mann/Peck meet wit?. 12ez >!3~:3 - .  -. - - - Ortiz, Director General, 3GXX2; -.:::a --=..- ,  

Deputy Director General, 954?:3; ?str:ci= 
Quintana, Director, Forestry SerT:ice; az3  

. . 
Jose Luis Rodriguez, Legai .:.c~~:~s:r, 3C3XX. 

4:30 p.m. - Peck/OtDonneli meet uiz?. Xi:: 
McDowell, Densnstration Area A$.;:s?r 

Tuesday 5/13 8:00 a.m. - Doad meets v:tn ;cse Zzrerrs 
Castillo, CEDRO. 

. . ?  

9:30 a.m. - Dodd meets with Lidis Gas:::-c, 
Executive Director, CEPRODE (Ceztrz de 
Proteccion para Desastresl. 

11:OO a.m. - OfDonnell/Mann mee? with Rodrigo 
Guerra y Guerra, Asociacion Salvadore-a de 
Industrias. 

2:00 p.m. - Dodd meet with Emilia de 
Quintanilla, ASPAGUA. 

2:00 p.m. - Ot~onnell/Peck meet with 3oaquin 
Larios, National Extension Director, CEST.;. 

2:30 p.m. - Mann meets wi:k. Tom Hawk, 
Municipal Advisor, USAID/Ei Sal.;ador. 

5:00 p.m. - O'Donnell/?eck seet wlth FerPan 
Romero Chavarrla, 313 Placer ?ro:ects. 

Wednesday 5/14 Report Preparation. 



. . 9:00 a.m. - Dodd meets u i r i  Xe:;:a-== 
Quintanilla, Executive Director, 

. .. 
3:00 p.m. - O'Donnell/Mann -eet ..,:;r? .:zra;:s 
Rios, Diputado, Asemblea Nacior.al,-f2rrr.er 
Director Ejecutivo, SEMA. 

4:30 p.m. - O'Donnell meets w l Z 5  Carlcs 
Rivas, Chief of Party, Green Pro:ect. 

Thursday 5/15 Report Preparation. 

10:OO a.m. - O'Donnell attencs srese?.razr;l . . 
on new wacer strategic co;ecrl.;e. 

. .  - 
3:00 p.m. - Tear, r,eetiej ..<I:- .7rr-ziz --.,- Gonzalez, Director EjecutiTis, sz:.,. 

Saturday 5/11 Report Preparation. Prepare fzr - , - -  cr:sr>:.; f z r  
USAID El Salvador or. T:~esQa) I. - - .  

Sunday 5/18 Report preparation. 

6:00 p.m. - O'Donnell telephone interview 
with Ann Lieuwendowski, former rS.3.13 zrs'e:: . d 

manager for E P P .  

WEEK FIVE 

Monday 5/19 Report preparation. 

Tuesday 5/20 9:30 a.m. - Presentation on Teas fLniizqs, 
conclusions and recommendations for SrrateqLz 
Objective # 4  Team and other interes-ed US.719 
participants. 

12:OO p.m. - OPDonnell/?eck meez with Cari3~ 
Rivas, COP, Green Project. 

Wednesday 5/21 Report preparat~~n 



Thursday 5/22 

Friday 5/23 

Saturday 5/24 

Sunday 5/25 

WEEK SIX 

Monday 5/26 

Tuesday 5/27 

Wednesday 5/2E 

Thursday 5/29 

Friday 5/30 

Report preparation 

Complete draft report in English azd 
.."...- - I:.:? Executive Summary in Spanish azd s.y"-'- - 

copies of each to U S A I D  51 Salva$or. 

Continue preparation of drafr repor: 1: 

Spanish. 

9 :00  a.m. - Team meetlng w:tn Pecer $-re, - -  ,.. 
SO#4 team leader and Mozr1.s Israel, . - . - - ,A .  

Bob Peck and 4ay Dodd aepar:. 

Continue preparation of drafz reozrr iz 
Spanish. 

Complete preparatio~ of draft reFcr: 1: - .  - ^  -. . - Spanish. Scbnit r lve coples - -  2- 

Salvador. 

Revise report to reflect corments on draft 

Revise report to reflect coxnents 32 I'rafz 
Submit final report to USAID/E1 Sa;va~ar. 

John O'Donnell and Fred Mann depart. 



ANNEX E 

LIST OF DOCUMENTS CONSULTED 

GENERAL 

Aguilar, Maria Luisa Reyna de; Thomas, Gwen Micnele; Li:.ares, 
I.,> -' .' - Carlos A.; and Brinkerhoff, Derick W.; Grsen ' r c j sz r ,  
:vz - 3 * . ....--- Ambiente y Desarrollo, Anal isis de Grupos Inter?sa='.-?s 1. 

Institucional: Afectados y Beneficiados de la T0.m d? Se=:s:z: . -~,  
Abt Associates, October 11, 1996. 

Alarcon, Mario; and Trigueros Barrera, Marta; .??szlrz5zs 5+ 
. . 

Analisis de Genero a1 Calendario Agricola, Sistena -'? ?r-5:z:::r, 
Centro de Desarrollo Tecnologico - Izalco, Marci 1936. 

Asociacion de Ex-Alumnos de El Salvador, and Oficina de 3~:3r5:3s 
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ANNEX F 

DESARROLLO CRONOLOGICO 
DEL PROY ECTO 

PROTECCION DEL h l E D l O  A M B I E N T E  
GREEN PROJECT GOES'USAID 5 19-0385 

EVENT0 

El l o  de abril se t ima  el Convenio de Donacion entre 10s gobiernos de El Salbador ? los 
Estados Unidos. bajo el ntimero 519-0385. Por el Salvador lo suscriben el \finisreria ds 
Planiticacion y Coordinacion del Desarrollo Economico ) Social ) el \linistsrio dc 
Agricultura y Ganaderia. - 
lnicia el Componente de Educacion. 

El Convenio es ratificado por la Asamblea Legislati\.a y entra en vieencia. 
I 

E l  lo. de junio toma posesion el nuevo gobierno. Conclu?e la administraci6n dz .Alfrsrlo 
Cristiani y comienza lade Armando Calderon Sol. Ha! cambios de ministros) de 
funcionarios. I 
Llega a El Salvador el primer Chief o f  P a m  del Pro!ecto. Roger Sonon. con los ajzsores ' 
de Politicas (Gunars Platais). del Area Demostrativa (Thomas Gardiner). la cncarsada ds 
compras (Margarita Torres Lovo) y el especialista en informacion gmgrifica (Xelson 
OlaO. 

SEMA pasa a ser la Unidad Coordinadora del Proyecto. adscrita al \linister~o ds 
Planificacion (MIPLAN). y el M A G  continua como Unidad Ejecutora~ 

Sale el Director de USAID (Charles Costello) y lo reemplaza Hen? Re>nolds como 
director interino 

El Director de SEMA, Miguel Araujo. es sustituido por Horacio Rios. denno de 10s 
cambios por el nuevo gobierno. 

E l  Chiefof Party (Roger Norton) es removido del Proyecto. 

El  29 de noviembre nombran un nuevo Project Manager (Anne Lieuwendowki). 

El  16 de diciembre sale el Project Manager (Peter Gore). 

El  asesor del Area Demostrativa (Thomas Gardiner) renuncia. 

Llega el Chief of  Party interino (Rolando Jiron). 

Sale el Chief o f  Party interino (Rolando Jiron). 

Sale el especialista en bases de datos e informacion gwgri t ica (Pielson Olan. 

Sale el director interino de USAlD (Henry Reynolds) ). asume Carl Leonard. 

Llega nuevo Chief o f  Party (Carlos Rivasf. 

Lleea nuevo asesor del Area Drmostrat~va (William McDo\vell). 



ode consulta del Antepro)ecto de Lc? dsl \fcdm 

coordination directa con el hfinisrro 

Agosto de 1996 Se publica el docurnento '.El sector forestal en El Salvador. Vision para el afio 2025" qur 
luego h e  llamada ..Vision 2071". Errs constitu?e un imponants punto ds p n i d a  p3n  13 

politica forestal ds El Salvador. 



Snero de 1997 

Nombran a nuevo oficial del rnedio ambiente (Peter Gore) responwble del SO1. 

El  28 de septiembre el Ministro de Agricultura) Ganaderia (Oscar Manuel Gutiinez) 
renuncia 

USAID define que el Pro)ecto debe balker nueLamente a depender de SE!d4 

Nombran nuevo Coordmador Nacional del Proyecto (Mllagro Escam~ lh l  luego de sets 
meses 

Nombran a nuevo Ministro de Agricultura y Ganaderia (Ricardo ~uif ionsz).  Se trabaja 
con el nuevo funcionario para inducirlo en el proceso de incentikos forestales 

Como producto de la reingenieria en USAID. se d i  una reestructuncion del Depanrnento 1 
de Desarrollo Rural y se convierte en el Objetivo Estrat&gico No. J (SQI). 

USAID plantea separacion del Componente de Educacion Ambiental de Green Project. 
debido a la nueva est~cturacion dsl SO1. 

El  dia 4 de noviembre se realiza el foro: '-Politica e incentivos forestales. una propuesta 
para El Salvador". Asisten el Ministro de Agricultura y Ganaderia ) el \tinsitro ds 
Hacienda. Se producen 19 documentos tecnicos que dan base a 10s incenti~os foreswles 

y se distribu)en a 10s grupos de inter& 

Se inicia la elaboracion del Anteproyecto de Le) Forestal. en seguimiento al Foro~ 

Se efecnia una readaptacion del Pro)ecto al esquema de "paquetes de resultados" 
1 

E l  I 5  de enero se presenta para aprobaclon el plan anual de actn ldades a la Prowt  1 
I 

A finales del rnes USAID aprueba la separacion del Componente de Educacion 
Ambiental. 

1 i 

SEMA pasa a ser dependencia del Minsiterio del Interior) su presupuesto queda en al 
Ley de Presupuesto bajo su jurisdiction. 

Se presenta el plan pan  el Dia de la Tiena. ante funcionan'os de la Ernbajada de 10s 
Estados Unidos, USIS y del S W .  En el evento x planrean corno objeri\os: a\ relanzar a 
SEMA para que cobre liderazgo, y b) impulsar el tema forestal en seguimiento al Lrabajo 
de incentivos forestales iniciados el d o  anterior. 

Concluye proceso de consulta de Anteproyecto de Ley Forestal y talleres diwlgativos. 
iniciado en enero de 1997. 

Se reciben comentarios sabre el Plan de Actividades de pane del SOI. 

E l  28 de febrero renuncia el responsable del Project Manager ( Anne Lieuuendowki) y 
asume la funcion Peter Gore. 

Se cancela la participation institutional de SEMA ). Green Project en el Dia de la Tiena. 
oor imoosibilidad de cumdir condiciones para el financiamiento del evento par pane de 



El 16 de marzo se dan las elecciones para alcaldes ! dipuktos cn El  SaI\ d o r  I:\ p m i d ~  
gobemante pierde varias curules en el parlamento. En ma!o habrj una nue\3 . - \sxnble~ 
Legislativa y una nueva Cornision del %iedio Ambiente. El exdirsctor ile SE\ I - \  
(Horacio Rios) es elecro diputado por un partido de oposicion ! se ssprn qus iornle p3ns 
de la Cornision del Medio Ambiente. 

E l  21 de rnarzo se envia el Plan de Actividades a SELIA. atendiendo indicaciones ) - 
observaciones hechas por el S O 4  

I 

La Ley de bledio Ambiente se espera que sea aprobada por la actual Awmblea 
Legislativa antes de rnayo. 

Abri l  de 1997 

La Ley de Creacion de SEMA sigue pendiente por pane del Gobierno. Sigus en 
discusion si debe quedar adscrita a la Vicepresidencia de la Republiia o al \lin~sterio de 
Agricultura y Ganaderia. E l  gobiemo discute una fusion x SEXI.4 con la  Direcc~on de 
Recursos Naturales (dependencia del MAG), CENDEPESCA ) el Fondo Ambiental,de 
E l  Salvador. 

Hasta la segunda sernana de abril el Plan de Actividades cont~nua en re\ ision sin 
aprobacion y no se pueden efectuar nuevos gastos hasta que Pste haka sido aprobado. L35 
actividades a iniciar (Ley de lncentivos Forestales. "deuda g r a r i a  por Satunleza". 
consultores para el Area Dernostrativa. etc.) s-09 e paralizan debido a este impasse 

I SEMA rsasums ~articoaci6n institutcional en Dia de la  Tisrra a r m  I= cond~cionej I 

I evento. 1 



ANNEX G 

POLICY REFORM COMPONENT 



ANNEX G 
DETAILED DISCUSSION OF POLICY REFORM COMPOSEST, 

Table of Contents 

I. Description and Analysis . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  1 

A. Summary Description of Original Design . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  1 

B. Description of Implementation Activities . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  - 2  

C. Description and Analysis of Achievements . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  5 

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  1 .  Level and Focus of Technical Support Effort 5 

2. Analysis of Progress and Achievements . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  6 

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  a. In Terms of Planned Achievements . 6  

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  b.inTemsofChangedFocus 8 

. . . . . . . . . . . . .  1)Institutional Relationships and Implementation Arrangements 8 

. . . . . . . . . . . . . . . . .  2) Responsiveness to USAID SO4 Results Package No. 7 . 9  

3. Quality of Major Activities and Products . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  10 

D.GenderIssues . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  17 

E. Recommendations to Strengthen EPR Contributions to E/NRM . . . . . . . . . . . . . . . . . . . . . .  17 

ATTACHMENT G-I: ABT ASSOCIATES COMMENTS' ON STATUS OF COXTMCTUAL 
COMMITMENTS FOR POLICY COMPONENTS 

AlTACHMENT G-11: MATRIX OF CONTRACTED SOW ACCOMPLISHMESTS. EXPECTED 
ACCOMPLISHMENTS AND MODIFICATIONS TO COSTRACTOR SOW 
PROPOSED BY ABT POLICY ADVISOR 



DETAILED DISCUSSION OF ENVIRONMENTAL POLICY REFOR\I CO\fPOSEST 

The discussion in this annex responds to specifications in the mid-term evaluation scope of work for 
Task 3. - 
I. Description and Analysis. 

A. Summary Description of Original Design 

The intended purpose of the environmental policy reforrn component (EPR) of the Environmental 
Protection Project (EPP) was specified in the Project Agreement (EPP'PRO.4G). signed in April. 
1993, to be to "support development and implementation of effective environmental norms and 
policies." Responsibilities for technical support and assistance for implementation of this component 
were assumed by the prime institutional contractor (Abt Associates) in March. 1991. .Abt \vas to 
provide major technical assistance and training. selected commodities and limited financial resources 
to conduct studies, train professionals and conduct fora to achieve interaction of public and private 
sectors on environmental policy issues. 

EPR implementation was to be integrated and coordinated with implementation of two other 
components of EPP: Demonstration of Benetits (DA). with an Abt sub-contractor. ROSCO. 
providing technical support and assistance, and Environmental Education (GreenCom). \kith 
technical support and assistance being provided through a buy-in to the GreenCom project of the 
Academy for Educational Development (AED). Until early 1996, these three components were 
known collectively as PROMESA. Thereafter, the first two components became the "Green Project". 
and the Environmental Education component became "GreenCom". 

Although the primary counterpart institution for EPR was SEMA (Secretaria Ejecutiva de Medio 
Ambiente), linkages were to be developed and assistance provided, as appropriate. to SGOs and to 
other institutions of the public and private sectors. Participatory processes were to be applied in all 
aspects of implementation. Major intended results of EPR activities included strengthening of SEMA 
institutional capacity to lead a participatory policy reform process and synthesize resulrs thereot as 
well as to develop an NES (national environmental strategy). formulate policies and develop 
legislation (laws and regulations). The policy focus was expected to be on forestn. fisheries. \vater, 
and protected areas. 

In addition to institutional strengthening of SEMA, project assistance was to be provided to selected 
NGOs to enhance their capacity to lead public participatory processes in policy discussions. 
Likewise, assistance was to be provided to strengthen capacities of other GOES (Government of El 
Salvador) institutions involved in EMRM (environmental protection and natural resource 
management) policy development. implementation and enforcement, especially to relevant agencies 



of the Ministry of Agriculture (MAG). In fact. MAG was designated in the PRO.AG as the 
implementing entity for PROMESA, while SEMA was to coordinate project activities. 

Activities and tasks specified in the Abt contract reflected the EPR description in the PRO.AG. It 
specified several major activities to achieve the purpose of EPR: 1 )  develop and update an SES. 2)  
gain consensus on a policy agenda, 3) improve the rules needed to execute the stratecv. . -. 1) as needed, 
develop consensus for enactment of new legislation, 5 )  enhance capacity in relevanffiOES agencies 
to implement the improved rules and new policies, and. 6) monitor progress in c m i n g  out the NES. 

The Abt contract scope of work (SOW) specified additional major tasks for EPR: I )  design and 
implement a project management information system (MIS) that also would track CS.MD strategic 
objective (SO) indicators, 2) propose a refined organizational structure and implementation steps for 
SEMA, as well as monitor and assist in implementation. 3)  with SEMA. develop an environmental 
policy reform agenda, 4) assist SEMA to install and operate an environmental information system 
(EIS), 5) assist SEMA to install and operationalize an environmental impact assessment (E1.A) 
system, and, 6) provide analyses, workshops and seminars. as well as other specified con~ributions 
to assist SEMA in developing and promoting relevant policy reforms and legislation. 

B. Description of Implementation Activities. 

As briefly described in the main report. at the time of project design (1991-93). the environment 
already was severely damaged and the situation was rapidly deteriorating. There was no explicit 
GOES strategy or policy framework (either comprehensive or sectoral) to halt and then revert this 
deterioration. However, the GOES had established an institutional structure intended to facilitate 
attention to pressing E/NRM problems and related policy issues. Creation in 1991 of SEk1.A and 
CONAMA (Comision Nacional de Medio Ambiente) was intended to provide an institutional 
structure and mechanisms, 1) to elevate environmental policy deliberations to the ministerial level 
through CONAMA, and, 2) through SEMA, to objectively analyze and formulate responses to 
E N R M  policy issues in the form of strategies, policy reform agenda policy frarne\vork and 
specifications following the agenda, and as required, proposals to reform rules (laws and regulations) 
to better implement approved policies. The latter process carried out by SEMA implicitly was 
intended to provide CONAMA (and the Presidency) with information. anal:-ses. options and 
recommendations needed for more objective deliberations. 

More specifically, these institutions were charged with. I )  coordinating and catalyzing technical and 
professional staff and public and private sector institutions to analyze and formulate improved 
strategies and policies, 2) increasing awareness of environmental problems and issues. 3) promoting 
broad participation in strategy and policy discussions, 4) bringing policy issues into high level GOES 
deliberations, and, 5 )  as determined necessary and appropriate. adopting. and proposing Xational 
Assembly enactment of regulatory and legislative reforms to the competent authority. 

CONAMA apparently never became viable as a ministerial level environmental deliberative body. 
In contrast. by 1993. SESIA was exercising a coordinating and cmcryiny leadership role in selected 



ENRM-related initiatives at technical and analytical levels among both public and private sector 
institutions. During 1993 and into 1994 (while conditions precedent to PROMESA were k i n g  
satisfied), SEMA, largely with interim USAID funding assistance: 1 )  led preparation of a draft NES. 
2) led application of a group dynamics methodology in caming out panicipatiw consultations in 
all seven departmental capitals to disseminate, discuss and obtain feedback about the draft SES. and. 
3) coordinated preparation of a prel iminq draft environmental law. - 
Full project start-up began in mid-1994 with arrival of the core long-term EPR TA policx team. i.s. 
the policy advisor and the COP (who also was an experienced policy analyst). \Vorking relationships 
and interactions with SEMA appeared to get off to a good start. However. the fact that the EPR T.A 
team was housed separately from SEMA was a major constraint to developing an integrated procram 
of work and close working relationships. Later. in early 1995. the EPR team moved into SEXI.4 
office facilities and provided technical support and leadership to a SE4l.A-coordinated 
interinstitutional working group to revise the earlier preliminq drafi environmental protection la\< 
Technical support also was provided initially to t\vo other SEMA-coordinated intennstiturional 
working groups, one for developing a national policy agenda and the other for identihing and 
analyzing fisheries policy issues. 

Unfortunately, several events occurred to mar this othenvise auspicious beginning: 1 )  a c h a n ~ e  in 
the SEMA director in July, 1994, signaled the beginning of problems in xvorking relationships 
between the SEMA director and the project. 2) a deteriorating financial situation within SEMA 
resulted in loss of key policy counterpart personnel (so much so that the SEM.4 policy unit ceased 
to exist by the end of 1994.3) by an abrupt change in the Abt COP \vho \vas replaced by a COP \\ich 
no policy reform experience, and. 4) for other reasons described in the main report. The ability of 
the Abt TA team to work effectively within SEMA continued to deteriorate throughout 1995. 
In October. 1995, an interim evaluation was carried out to assess ways to resolve the institutional 
crisis with SEMA faced by the project. and by EPR in particular. The evaluation report 
recommended that the counterpart relationship of PROMESA. including EPR. be shifted at least 
temporarily to relevant MAG agencies involved with ENRM policy activities. and that the project 
seek office space in close proximity with these MAG agencies. 

Within three months after completion of the evaluation report in October. 1995, PROMESA. 
including EPR, moved from SEMA offices to a separate location. and an independent project 
operating unit managed by Abt was established. The counterpart-funded national project coordinator 
also was located outside SEMA with the new project operating unit. This new implementation 
arrangement was authorized as a temporary measure by USAlD Implementation Lener So .  20. .4 
campaign was undertaken to disassociate the image of the now-independent project management unit 
from the SEMA image, with no countervailing move to internalize that image into another 
institution, e.g., MAG or MAG agencies. This independence effort included dropping the 
PROMESA name and promoting a new independent project image and identity as the "Green 
Project." 



Establishment of the independent project management unit further wakened already debilitated 
counterpart relationships n-ith SEMA and essentially resulted in abandonment of etlorts to provide 
them with technical support related to institutional strengthening. Nor did this arrangement facilitate 
development of an alternative counterpart institutional strengthening relationship. either with \LAG 
or with other possible counterpart institutions. Rather. implementation of EPR evolved into an arms- 
length service relationship with selected MAG agencies, and a continuing nominal attachment to 
SEMA, primarily as a conduit for counterpart funding purposes. To illustrat.?afrer becoming 
independent, the now "green project" began ~vork on developing a forestry law b!: establishin_g an 
interinstitutional working group in which representatives from relevant MAG agencies (and. later. 
from SEMA) participated. These groups were formed and led by the EPR TA team. The counterpart 
relationship was at best only superficially institutional. Rather, the relationship was \vith individual 
"volunteers" participating in Abt EPR working groups. The institutions with staff representation in 
these groups have had no sense of "ownership" of the process, even though they were and continue 
to be quite interested in having access to the products generated. This independent green pro-iect 
management operatirig style continues up to the present time. 

The independent green project image of the policy component was further developed as .Abt assumed 
leadership for coordinating directly with the Environmental and Public Health Commission (EPH) 
of the National Assembly a series of "popular consultations" on the drafi environmental law that had 
been prepared by a CCAD consultant in October. 1995. The SEMA Director attended several of 
these "consultations" which began in November. 1995 and continued into Apnl. 1996. Green project 
and local sub-contractors directly managed the consultation process. Some EPH memhers usually 
attended the consultation events. Likewise. SEMA usually was represented. and the SEX1.A Director 
often opened or closed the sessions. 

As indicated above, green project also took the initiative to establish interinstitutional working 
groups to develop draft laws on forestry, forestry incentives and protected areas. inviting 
participation by delegates from relevant MAG offices. from SEMA and from other selected 
institutions, including NGOs. From their initiation and up to the present time. meetings of these 
working groups are held primarily in green project facilities. Likewise. the agenda and deliberations 
largely have been managed by green project external and local-hire policy advisors. or their 
consultants. In other words, the perception is that green project has institutional "o~nership" of the 
process and products of these working groups. 

Nevertheless, MAG personnel and a SEMA representative usually attend the meetings. participating 
and contributing to the deliberations. Our conversations with several participants (and directors of - 
their respective institutions) indicate that, although individual counterparts in this process and their 
supervisors recognize and appreciate the value of the effort. they do not have a sense of o\+nership 
either of the process or of the products generated. This green project continues to 
the present, despite the fact that many of the problems that motivated the separation of the project 
from institutional counterpart relationships with SEMA have either disappeared entirely or have 
ameliorated considerably. 



C. Description and Analysis of Achievements. 

1 .  Level and Focus of Technical Support Effort 

At the outset and until early 1996. EPR technical support focused on coordinating and managing 
work of an interinstitutional working group to develop "the central piece of environmental legislation 
for El Salvador, an environmental protection law" (as indicated in an Abt progres? report). Initial 
technical support also was provided to a national policy agenda interinstitutional working group and 
to a working group on fisheries policy issues. but this ceased by the end of 1991. Similarly. aside 
from an early consultancy (May-July, 1994) to do preliminary work for establishing the planned 
national EIS, no significant effort has been dedicated to designing and establishing either the planned 
EIS or EIA systems. However. some short-term consultancies have provided reports and training 
inputs on the use of GIS (geographic information systems) in assessing and monitoring EXR\l  
problems. 

The policy effort until well into 1996 focused almost exclusively on technical support in preparing 
the draft environmental law. For the initial educational phase of this effort. seven \vorkshops were 
held during the first half of 1995 to help members of the working group and other intirested 
stakeholders to better understand environmental problems. issues and alternative solutions. The so- 
called RENARM "green book was used as the basis for conducting these orientation workshops. 

By mid-1995, a year after the EPR advisor arrived. deliberations of the working sroup and sub- 
groups still had not produced a draft environmental protection h v .  an updated national strategy or 
a policy framework document for wider consideration. Nor were any preliminaq internal documents 
(on strategy or policy framework prepared (at least none were provided to us for review). In addition 
to nearly full time dedication by the policy advisor to this effort. three local-hire assistants and 
around twenty short term consultants provided analytical documentary and1or training inputs into 
the working group process. By this time (mid-1955), both the SEMA Director and EPH Commission 
of the National Assembly felt a political imperative to unveil a draft environment lax  because: 1) 
expectations had been raised among several interest groups (especially KGOs) that had been 
participating in the working groups, 2) the environmental commission urgently needed something 
to show for their labors, since more than one year of their two year elected term had passed. 3)  
considerable project time and project resources had been expended without yet generating a 
presentable product, and, 4) the Ministry of Justice had prepared its version of an environmental 
protection law (in August, 1994). and the President and cabinet were considering this for 
presentation to the Assembly in the absence of the promised improved draft law from SEkIA. 

In response to these and perhaps other pressures for a draft law. Abt contracted an environmental 
lawyer from CCAD. He prepared a draft law based on a model draft law from CCAD (Comisiom 
Centroamericana para el Ambiente y Desarrollo) for application to Central Amencan countries. the 
earlier preliminary draft that SEMA had prepared in 1993. the draft prepared by the Justice Ministry 
in 1994, and on materials generated by the Abt-sponsored exercise. e.g.. by short-term consultants 
and by the working group during more than a year of concerted effort. The CC.AD consultant 



completed a draft law that was fornially presented to EPH in October. 1995. From !iovsmbsr. 1995 

to mid-March. 1996, with regular participation by members of the EPH and the Director of SEAIA. 
the EPR policy team led a massive program of popular and targeted "talleres consulta" (i.e.. 
consulting workshops) of that draft law. This popular participator). process was managed by local- 
hire and international EPR staff and consultants. the  green project. with costs being borne by it. 

Some 23 workshops were held with more than 1.000 persons attending and participating. About half 
of these events were held in cities and to\\ns other than San Salvador. 75-30% o n h e  participants 
were women. A group dynamics participatory methodology was used in these \vorkshops. 

Beginning in the second quarter of 1996, green project began sponsoring some meetings of technical 
personnel from MAG and other GOES agencies to discuss water and fo r e sv  policies. By mid- 1996. 
these discussions had led to formation of green project-sponsored interinstitutional working groups 
to develop a forestry law. These groups were composed primarily of green project MAG (DGRYR) 
and SEMA personnel. The focus has been threefold: to prepare a draft forestn law. a draft forestn 
incentives law and a draft protected areas law. A draft forestr). Ian was completed in April. 1997. 
It has received limited circulation. and at least six popular consultations were held. \Vork is 
continuing on the draft forestry incentives law and the draft protected areas la\v. \vith no estimates 
as to when these will be completed. 

2. Analysis of Progress and Achievements 

a. In Terms of Planned Achievements. 

Most technical. training and financial resources expended to date have k e n  focused on I )  
preparation and popular consultation of a draft environmental law, and. 2)  preparation of  h e  
interrelated draft laws related to forestry and protected areas. This focus responded directly to one 
expected output specified in the PROAG: enacted laws and regulations. Documents and information 
supplied to us indicate that EPR did not support achievement of several critical and essential 
intermediate steps. products and accomplishments (that were explicitly or implicitly recognized in 
the original project design. the PROAG and the institutional contract). viz: 

. Develop, gain GOES support and stakeholder acceptance for. and internalize ~ i t h i n  
the GOES an adequate NES; . Prepare a policy agenda and formulate improved environmental policies in support 
of the NES through a development. support/acceptance and internalization process; . Strengthen public and private sector institutional capacih in policy analysis. 
formulation, internalization and implementation. 

These three key steps are ~ i d e l y  recognized as essential for canying out an effective policy reform 
process. Unless they are carried out successfully. it is highly unlikely that either a satisfactory 
proposed ENRM law (whether comprehensive or sectoral in scope) can be developed or. once 
developed. that it will be adopted. either by the executive branch or the Assembl) enacted into l ax .  
Perhaps even more damazing. if i t  is enacted and not \etoed. executiw branch likely will not 



actively pursue implementation. In other words, I)  without a \\.ell-designed strategy embraced by the 
government in power. it is impossible to formulate a responsive policy agenda. policy framework 
and related policy specifications (elements and guidelines). e.g.. a policy package. for government 
internalization and adoption ; 2) without the internalized policy package described. the technical and 
legal process of drafting legislation to establish rules for directing implementation of the policy 
package cannot be satisfactorily completed, and. 3) unless a draft la\\- can be demonstrated to 
respond to the adopted policy package. its enactment will not have the support of& government 
in power. Even if it is enacted. \vithout government support effective implementation will languish. 

No evidence was provided to us to suggest that EPR supported and assisted in implementing these 
essential and necessary intermediate steps to achieve necessaq changes and improvements in 
existing E,YRM policies (or in any other policies for that matter). Thus. three years of intense effort 
and project funds estimated to be in excess of $4.0 million (our estimate. since a requsst for an 
estimate from Abt had not received a response by the final week of the evaluation) have been spent. 
Yet. El Salvador still does not have a minimally acceptable NES. there is no EyRbl policy agenda. 
no policy framework or policy specifications package formulated and internalized. and no revised 
or new ENRM legislation has been enacted. Furthermore. as explained belo\\-. the draft 
environmental protection law generated through project support and assistance is unsatisfacfon in 
its present form. It would be a disservice to El Salvador and to the EMR\l cause for either the 
present environmental commission version or the subsequent executive branch version to be enacted 
into law. Fortunately, the new MIMA Minister understands that there are serious deficiencies in 
existing proposed legislation. and proposes to reformulate these (first de\-eloping a strategy. agenda 
and policy framework). 

Neither has EPR contributed meaningfully to institutional strengthening of either public or private 
sector institutions involved in policy analysis. formulation and internalization. The primaq 
counterpart institution, SEMA, is less able to carry out its technical and coordinating responsibilities 
in the policy change process than it was when the project was initiated. Likenix. although some 
individual staff of MAG now have a better understanding of some of the policy issues involved in 
natural resources management, none of the MAG agencies with staff that have participated in the 
forestry working groups and other events, have internalized this process into institutional priorities 
or programs. Neither is there any evidence of an improved institutional capacity to continue an 
appropriate and effective policy change process. This is because the EPR has failed to demonstrate 
such a process, and failed to implement its activities in a way that establishes an institutional sense 
of ownership and responsibility to continue the EMRM reform process. 

On the positive side, the drafting effort and discussions related to the environmental law likely 
contributed to the recent decision of the GOES to create MIMA. The draft la\\- proposed such a 
Ministry, and the popular consultations undoubtedly generated broad-based support that encouraged 
the executive to make this decision. 



b. In Terms of  Changed Focus 

Although neither the PROAG nor the institutional contract have been amended to reilect chances. - - 
substantial ck-k@ changes have been made in t\vo important areas profoundly affecting the pelicy 
component: 1) institutional relationships and implementation arrancements. and. 2 )  results ezm-red - 
as specified in recent USAlD programming documents (SOJ). - 

As discussed above. towards the end of 1995. the institutional contractor physically 
moved its staff and support personnel from SEMA oflices and set up an independent 
project management and operating unit. Thc national counterpart-funded pro-iect 
coordinator (who manages counterpart funds) is housed in this ne\v management and 
operating unit. Additionally. as already indicated. the name of the project u a s  
changed to "Green Project" to provide a n w  independent identity. an2 on-going 
publicity (including a logo) about project activities reinforces this independent image. 
The result is that the Project image now is entirely disassociated from SEJ1.4 and 
from any other public or private sector institution in El Sal\ador. ~ n & r  this 
arrangement. management decisions are made by the Abt COP. and EPR operating 
decisions are made by the EPR advisor. Only token relationships are maintained 
with the Director and policy personnel of SEMA. and contacts with management 
levels in MAG are on an "as needed" basis as determined by green pro~ect. to 
encourage continued participation by our staff in the working groups. 

Working group activities and other events involving stat?. from X1.AG. SEh1.4 and 
other organizations continue to take place at the invitation of green project and in 
green project facilities. These activities and events are oriented to uork on preparing 
drafts of forestry related laws. Consultants are brought in to provide studies. guidance 
and other inputs, as determined by the EPR advisor and COP. Green project statT 
lead working group meetings and formulate agendas for future meetings. 

Current implementation arrangements, that have been operational since late 1995. 
signifi abandonment of institutional strengthening as an intended result. However. 
as pointed out in an earlier section, under the original design. institutional 
strengthening was a major planned achievement for EPR and it is an essential result 
if policy reform and improved implementation are to be achieved. Although there 
continues to be participation in working groups and events by individual technical 
and professional staff from national institutions. this is neither sufficiently intense nor 
of a nature and venue that contributes either directly or indirectly to institutional 
strengthening. or institutional internalization of E/XR!vl policy reform as a 
continuing process. 



Participation in \vorking groups and events on an a d b s  basis b! technical s t a f io i  
a host country institution (as now occurs for EPR) will not result in meaningful 
institutional strengthening. Anendance at such periodic "brief exposure" events and 
working groups by technicallmanagement staffseldom results in internalized changes 
in institutional priorities. programs andlor operating systems that improve the nature. 
quality and relevance of institutional activities. performance and outputs. For 
technical assistance to stimulate such institutional chanres. d a y - k d a ?  on-the-job 
training and inter-action with key technical and management personnel is required. 
complemented by \veil-targeted shofi-term training and sustained pamering in work 
activities. and, as critical technical or specialization gaps and needs are identified. by 
longer term off-shore academic and other specialized training. 

A later section describes the necessary steps required to a c h ~ e \ e  sound 
comprehensive environmental policy reform. 

EPR is intended by USAID to contribute to one sub-intermediate result (J.?.l)\rithin 
Results Package No. 2 of USAID Strategic Objective iiumber 4 (SOJ):  "Enhanced 

. . 
participation in environmental eventdfora by 7 . "  hi^ 
results package was approved by the USAID mission in June. 1996. Two indicators 
are specified to measure the contributions of the policy component. Other proiect 
components and other mission-funded activities also contribute to this results 
package (including FIAES). 

The two indicators are: 

. Indicator No. 1: [Number of] Salvadorans [policy-makers. decision-makers] 
attending policy events and fora. E&+mahs are defined to include: 
members of the National Assembly and Supreme Court. high-level officials 
and regional and local authorities of the Executive Branch. and mayors and 

. . 
other high level municipal authorities. L i k e ~ i s e .  decMiennul;eFs are 
specified to be high and mid-level GOES management officials. leaders of 
private sector organizations, business owners. and high level managers of 
private sector enterprises. . Indicator No. 2: [Number of] Environmental policy studies and documents 
prepared. These are intended for use to update socieh on the national 
environmental situation and to support related events and fora. More 
specifically. this indicator is to be measured by the number of documents 
prepared to support updates to the NES and action plan [i.e.. policy agenda]. 
and proposed improvements to related regulations. l a w  and policies. .Annual 
target numbers are included in perfommnce data tables prepared by CIS.4ID. 
An EPR is expected to contribute to clchicvement of target n u m k r s  for the 



above two indicators. with help from the environmental education compment 
and FIAES grants to environmental NGOs. EPR alone is exceeding annual 
and cumulative quantitative targets set for Indicator S o .  1 

Based on a random review of registered participants at environmental events fora 
managed and sponsored by EPR. approximately 75% of these fall within the broad 
USAID definition of policyldecision-makers. Based on this Tstimate. 2.192 
policyldecision-makers attended these eventsTora between 1995 and the end of the 
first quarter of 1997 (this figure undoubtedly includes double counting n i  persons 
who attended more than one meeting. This number exceeds the pro-iected cumulative 
target through the year 2002. Likeivise. the list of studies and documents prepared 
by EPR (and used to a greater or lesser extent for purposes specified in Indicator So.  
2) exceeds both annual and cumulative targets through 1997. 

Thus, EPR has surpassed the two quantified indicator targets sct for SO4 Results Packafc. So .  4.2. l 
However, satisfying these quantitative targets provides no qualitative measure of actual or potential 
impact on the EMRM policy reform process. on the quality of products generated. or on the 
effectiveness of policy implementation activities. The follonin_e section evaluatcs qualitative a ~ c t s  
of major EPR activities and products. 

3. Quality of Major Activities and Products. 

FIRST MAJOR ACTIVITY AND EXPECTED RESULT: PREPARE ASD ACHIE\'E 
ENACTMENT OF A COMPREHENSIVE ENVIRONMENTAL LAW 

As indicated earlier, EPR concentrated the first 20 months of its efforts (beginning in June. 1994) 
on assisting to prepare, consult and achieve enactment of a comprehensive environmental law. The 
process followed was: 

1) Although not documented. apparently discussions were held to determine priorities for 
environmental policy reform; although a policy agenda was nor formally adopted b!. 
Executive Branch decision-makers. an understanding was reached \vith SEX1.4 to initiate 
activities to prepare a proposed comprehensive environmental law 

2) Establish an interinstitutional working group charged ~ i t h  preparing a draft environmental 
law using participative processes; core members initially were from EPR. SEXLA and 3l.AG; 
later the EPH Commission of the National Assembly played a leading role: delegates from 
NGOs and other public and private sector organizations also participated periodically; 
apparently an informal and unpublished policy agenda was developed: in an! event. it was 
decided to first pursue preparation of a comprehensive environmental law. 



3)  Orient working group participants to environmental problems arid issues by \\orkshopping 
the RENARM "Green Book"; subject matter working sub-groups were established follouing 
the taxonomy of the green book; 

4) To structure the participative process within the working group and related subgroups. 
a modified "group dynamics" methodolog! \\.as used to guide meetings: - 
5) As working group deliberations identified knoxvledge gaps that could not k filled from 
the green book or other available sources (or as such gaps were anticipated by the EPR 
advisor), short term consultants were brought in to conduct studies and'or to provide 
guidance and orientation: 

6) Working group membership was flexible. largely permitting participants to attend 
according to their o n n  interests and volition: 

7) After more than a year of work, a drafi law had not yet been produced: a decision \\.as 
made to bring an experienced environmental lauyer from CCAD to complete the draft law 
(first trip in July. 1995) utilizing the following reference materials: mods1 law already 
prepared by CCAD. the RENARM green book. consultant documents. drafts ( l a w )  that had 
been prepared by other groups in El Salvador. and materials generated by the working 
groups. 

8) Upon completion in late 1995 of a first draft la\\.. i t  \\.as submitted to a popular 
consultation process; some 23 day-long workshops were held throughout the county. and 
more than 1400 representatives of stakeholder groups, decision-makers from national. 
regional and local levels, and private citizens participated: the group dynamics method \sas 
used to structure participation and guide outcomes in these events: the final event \vas in 
April, 1996 

9) The CCAD consultant participated in the popular consultations and incorporated into the 
drafi law on a selective basis outcomes therefrom, in consultation with EPR staff and others: 
the resulting draft was received for review by the EPH: with the participation of the CC.4D 
consultant, additional changes were made. and a final version was completed and presented 
to National Assembly leadership in July. 1996; the leadersh~p fonvarded this drafi for 
Executive Branch review: 

10) The draft law was modified by the Executive Branch and returned to the Assembly in the 
first quarter of 1997: this version was tabled and has not yet been taken up for debate or 
referred back to the EPH (nearly three years after the process began): in the meantime. a new 
National Assembly has been elected and is now finalizing organization of EPH (\vith the 
former controversial SEMA Director as its president): the new Minister of M1M.A proposes 
to reformulate the draft law and submit a revised version to the Sational Assembly by the 
end of 1997. 



The process followed to prepare. consult and achieve enactment of the environmental la\\ \\as deepl!~ 
flawed. The resulting draft law is inadequate and unsatisfacton on a number of counts: i t  should not 
be adopted without extensive reformulation. 

Experience has demonstrated that comprehensive policy reform undenakings should follo\v cenain 
steps. and these were not follobved. For a comprehensive environmental policy refornl initiative. the - 
necessary steps are: 

1 )  Name and Formalize by executive order an interinstitutional technical and legal 
commission responsible for directing the policy reform initiative to be undertaken. Top 
management of key public and private sector institutions must make commitments of 
participation by their respective institutions. including naming selected technical specialist 
personnel and providing for released time: a lead institution (should hr a ministerial level 
institution) must come fonvard and be formalized in the executive order: private sector 
stakeholder organizations that have technical capacities to contribute also should be invited 
to participate. 

The ministries involved should formalize the responsibilities of the group and the m h b e r s  
by ministerial or executive resolution: a high level official (e.g.. vice-minister or general 
directorate head) of the lead ministry should be named as Executive Director. The Executive 
Director. in consultation with designated delegates from principal institutions. will name a 
technicalllegal director who should be a specialist in environmental problems and policy 
issues (this person can be paid from counterpart funds). Ideally. the resolution also would 
name EPR as an "expert advisory unit". but this is not essential: a side \10V can be agreed 
to subsequently. Each member-institution would detail (secund) one or more persons to 
serve as commission staff; counterpart funds would be used to contract additional 
technicalllegal staff as required. 

2) The steps to be carried out with leadership from the commission and its staff are (many 
of these steps need not be consecutive, but can be phased as progress in one step provides 
suff~cient inputs to initiate subsequent steps): 

a,) Legal baseline analysis that delineates and synthesizes existing expiici~iimplicit 
policy sanctioned by law (includes gaps and effects analyses) in legal terms. this is 
called a restatement analysis. Appropriate economic, social and institutional analyses 
also are required; in El Salvador, considerable information and analyses on the 
environmental setting and problems already exists. but these must be assembled. 
indexed and synthesized. 

b.) Prepare, review and submit to commission member institutions for comment. 
revision and approval a vision statement (i.e.. the conceptual frarnenork for guiding 
strategy development) this can be done as analytical \vork progresses. 



c.) As analyses generate preliminan basic information. prepare a proposed S E S  
(reformulate existing NES in the case of El Salvador) and polic? agenda: submit 
these and the vision statement to stakeholder. decision-maker and mnular review . . 
through participatory processes: revise accordingly and present to key public sector 
policy-makers for discussion. revision and informal acceptance. Once this 
intermediate step is completed. the NES can be formally submitted for cabinet (or 

- economic cabinet) adoption. 

d.) Formulate an initial proposed policy framework and specifications package 
(framework and parameters: technical. economic. social and legal spec~fications. e g.. 
elements and guidelines). 

e.) Carry out participatory review and adjustment: first \vith key policymakers. next 
with selected stakeholders. then back to key policy-makers: hold well-structured 
public hearings open to the general public. Adjustments are considered by the 
commission after each review. This step requires both a stakeholder and a ~o l i cy -  
maker analysis in order to identify and incorporate the "custonisr~" for the 
participatory review and adjustment process: 

f.) Formal adoption by cabinet: 

g.) Although preparation of basic elements of a draft legal document ce.g.. propsed 
legislation) responsive to the approved policy package can proceed prior to formal 
approval. it should not be finalized for official transmission until final policy 
approval and concordance. Legislative drafting (and drafting or regulations) is 
strictly a technicalllegal process carried out by professional specialists. n i s  stage 
of the process cannot be subjected to a "popular consultation" exercise. \\hen 
completed, the proposed legal document (proyecto de ley) is ready for final review 
and approval by the Executive Branch, and for subsequent submittal to the Assembly 
for final consideration and enactment: during these two steps, the commission should 
be available to provide responses to any technical and legal questions that may arise. 
In the El Salvador context, it is not customary for the Assembly to take the initiative 
for new legislation. Especially where the policy being legislated is evolving and 
politically controversial, any proposed legislative initiative as a practical matter, 
should emanate from the Executive Branch and conform to a pre-approved policy 
framework if it is to be successful. Enacting environmental policy should not tx 
subjected to experiments with legislative interests. 

Process weaknesses of EPR for the comprehensive environmental law initiative include: 

I) The interinstitutional working group was not formalized by executive order (or even by 
ministerial resolution): it was an & group formed at the initiative of EPR. and informally 
accepted by an official belo\v the rank of minister (the Director of SE5l.A): 



2) Host country staff requirements were not defined and tbrnial detailing (secund~npl 
commitments were not made: 

3) No legal baseline analysis, i.e.. restatement (and -- gaps and ell>cts analysis). was carried 
out; such a baseline identifies the existing legally-sanctioned policy structure. specific policy 
areas that need further analytical attention: this structures further discussion and defines the - policyllegal context into which policy changes must be inserted: 

4) No vision, strategy and agenda formulation steps were carried out (or if they were. no 
documentation thereof was made available to us); thus no mlicwnaker revie\\. adiustment 
and approval of these were completed; without completion of these steps as defined above. 
policy formulation and consultation becomes an ;r4kec effort without adequate definition. 
structure and focus; 

5) No policy formulation. consultation and policy-maker review;approval process occurred 
(or, if so, no record of this was provided): undoubtedly. the \\orking group deliberations 
generated policy positions. but these were documented as provisions in the drafr la\\-. not as 
policy elements and guidelines. and -- by GOES policy-makers: 

6) In sum, documentation apparently moved directly from working notes and papers to drait 
provisions of the proposed law. leaving out essential steps of vision. strategy. policy 
formulation. appropriate consultation. and internalization; 

7) Consultation was carried out as public consultation of a draft legal document using a 
group dynamics methodology; thus, improper materials were consulted and the level of 
homogeneity of participants was not appropriate 

SECOND MAJOR ACTIVITY AND EXPECTED RESULTS: PREPARE ASD ACHIEVE 
ENACTMENT OF FORESTRY RELATED LAWS (FORESTRY, FORESTRY 
INCENTIVES AND PROTECTED AREAS) 

This activity was initiated in early 1996. primarily with the participation of personnel from the 
MAGDGRNR. The activity still is on-going. The process being followed is similar to that 
described for the previous activity. Some improvements were noted: A vision statement \vas 
prepared, approved by the MAG minister and published by MAG. Unfortunately. o\\nership by 
MAG is immensely diluted by having placed the green project logo on the cover of the document 
above that of MAG. This vision statement should have been published as a document of the GOES. 
not just of MAG, and certainly not \vith green project getting top billing. 

This published vision statement is an obvious example of the i n a b i l i ~  of EPR. operating as a part 
of a project with an independent identity and program. to integrate and submerge itself into 
counterpart institution programs and activities. 



Except for preparation of the vision statement, documentation made a\ailabls to us related to the 
policy reform process sponsored by EPR to prepare proposed forestry related laws suggests that it 
suffers from the same defects as those already noted for the comprehensive en\.ironmental policy 
reform activity carried out. 

Why this second major undertaking did not implement major process and content corrections is not 
at all clear. A document provided to us and titled as the EPR action plan for 1996 (although it is 
dated July and December. 1996). enumerates several appropriate policy reform process steps in 
addition to those being followed. especially for the policy analysis and formulation phase of the 
process. This action plan specifies three basic elements of the process as: a policy agenda. a policy 
analysis and information system, and monitoring and implementation. Else\\here. i t  mentions 
institutional strengthening and training as important elements of successful policy analysis and 
implementation. There is no evidence that the additional steps specified in the action plan ( eg . .  
policy agenda, an effective approach to institutional strengthening. and formalization of a policy 
analysis and information system) have been or are being incorporated into policy reform activities 
being assisted by EPR. 

The action plan process specified for 1996 nevertheless is missing essential steps requited for 
successful policy reform: 1 )  GOES intemalization/approval of each product (e.9.. vision smtegy. 
policy frameworWspecifications. and draft legislation). and. 2 )  lack of specificin makes it difficult 
to understand exactly what is to be accomplished. how it is to be accomplished. and by whom. To 
illustrate. although analysis and information is specified as an important part of the process. the need 
for a legal baseline analysis (restatement) of existing relevant policy (including a gaps and efiects 
analysis) is not specified. In conclusion. although the referenced document improves upon current 
practice by EPR, it lacks specification of several elements of the necessary process to be follo\ved. 

OTHER ACTIVITIES: PROVIDING ASSISTANCE AND ADVICE ABOUT OTHER 
DRAFT LAW INITIATIVES 

Some review documents were prepared and events sponsored in relation to initiati~fes (by other 
institutions and with other donor support) to prepare proposed environment-related policies and!or 
laws, e.g., a draft water law and a draft law for restructuring SEMA. Some documents revie\ved (for 
example, a commentary on a draft water law) were well done. However. it is not likely that in the 
absence of an approved GOES policy agenda these relatively minor a d h x  intenentions have had 
or will have meaninghl impact on the on-going disorganized. often superficial. and generally 
subjective and special interest-group oriented approach to environmental policy reform in El 
Salvador. 

QUALITY OF DRAFT ENVIRONMENTAL LAW AND OF CURRENT SATIONAL 
ENVIRONMENTAL STRATEGY 

A rapid review of the draft environmental law detected several shortcomings that should be 
corrected. Most of these shortcomings undoubtedly occurred because an acceptable policy reform 



process was not followed. i t . .  1 )  essential preparatory steps were bypassed in favor of moving 
directly to legal drafting. and. 2) insertion of changes that reflect positions taken by lobby goups  at 
the popular consultations. 

Specific shortcomings or weaknesses include: 

1) Lack of resolution of dispersed. multiple and overlapping institutional roks. functions and 
authorities related to environmental policy development. nonnati\e functions. and 
implementation and compliance monitoring responsibilities. 

2)  Continued heavy reliance on command and control approaches to assure compliance. 
thereby placing unrealistic fiscalization responsibilities on responsible public institutions. 

3 )  Inclusion of many details best left to regulations. 

4) Inclusion of several inappropriate special interest insertions. especially with regard to 
environmental NGOs. 

5 )  Confusion of popular consultation with public hearings processes as nischanisms for 
accessing public input into rulemaking and implementation functions. 

6) Does not introduce conflict resolution policies. or incorporate I S 0  I4000 concepts into 
the policy system, 

7) Overextends by trying to legislate too much detail about too many sector policy matters 
best left to separate legislation. 

Similarly, the existing National Environmental Strategy. which was not prepared with EPR 
assistance. suffers from a number of weaknesses, yet no attempt was made by EPR to improve it. 
The following comments apply equally to the base strategy document. as \\.ell as to the summar)- 
document. Much of the text is dedicated to a general diagnosis of environmental problems. \\ith 
relatively little attention to identification of underlying problems and policy options for their 
resolution. Desirable goals and approaches are highly sectorized, with little attention to over-arching 
or cross-cutting policy needs and approaches. 

The document fails to provide a unifying concept for orchestrating common objectives and to 
achieve synergisms from multiple actions by diverse actors, stakeholders and interest groups. nor 
does it address strategies for facilitating local initiatives in protecting the environment and managing 
natural resources. For example, a watershed or sub-~vatershed approach might be considered 
enabling, multiple municipalities and resident populations to establish an authorih or district 
watershedlsub-watershed as a locally managed vehicle for planning oriand implementing national 
policies. and as a conduit for national resources and technical support. Seither does the document 



introduce 1) strategies for conflict resolution. 2)  ways to develop individual industn environmental 
profiles, or 3) the possibility of promoting I S 0  14000 as a part of the national strategy. 

Since the draft forestry law and related draft laws are still in process. these \\ere not revie\ved for 
content. 

- 
D. Gender Issues. 

An effective policy reform process must incorporate consideration of gender issues to assure that the 
role of women in impacting in NRM, and their decision role related to impacts of family and 
economic activities on the environment are adequately treated. EPR has been sensitive to gender 
issues in project implementation activities. Women are well-represented among the local-hire 
members of the resident EPR team (two women and one man). Seven short term consultants out of 
some 38 were women. Approximately 28% of all participants in EPR-assisted evmts and fora have 
been women, close to the one-third goal of SO4 results package 4.2.1. Of special mention is the 
major contribution made by one female environmental legal consultant to the process and content 
of the draft forestry law. Finally, the draft environmental law appears to be sender neuml. as it 
should be. 

E. Recommendations to Strengthen EPR Contributions to ENRM 

To achieve the two quantitative indicator targets specified for USAID SO1 Results Package Yo. 
4.2.1. no changes are needed in current implementation activities for EPR. Continuation of existing 
activities will continue to increase awareness and concern among the target population about 
environmental problems. 

However, if an intended result is to directly impact on the quality. course and pace of E'NRM policy 
reform and implementation, especially by municipalities and local communities. several substantive 
changes are urgently needed. The following recommendations are intended. I ) to improve the focus 
of EPR to assist the GOES to develop and internalize an improved comprehensive environmental 
policy strategy, 2) to develop and adopt an analytically sound and well-reasoned policy agenda. 3)  
to reformulate and internalize a realistic and implementable environmental policy framework and 
specifications, 4) to achieve sufficient stakeholder (and popular) consensus about the above to enlist 
their cooperation in its implementation, 5) to reformulate, endorse and present for enactment a 
framework EINRM law responsive to the internalized and consensual strate9 and policy framework 
(this is needed to gain MIMA credibility by responding to high expectations among srakeholden and 
special interest groups), and, 6) to achieve policy reforms that facilitate and promote municipal and 
local community initiatives and actions to improve ENRIM. Likemise, in the process. it is intended 
to assure that the capacity to cany out an effective DXRM policy reform process has k e n  
strengthened sufficiently within key national public and private institutions to assure continuation 
of a dynamic and cost effective process that can respond effectively to rapidly changing policy 
improvement needs. 



In the absence of institutional strengthening impacts. EPR will not contribute to intenialization of 
a viable policy change and implementation process or capability to continue that process in El 
Salvador. The dynamics of environmental problems. technical alternatives and policy solutions are 
constantly changing. A permanent installed capacity to continue an energetic E S R \ I  policy change 
and improvement process is essential. Othenvise. EPR contributions will quickly become outdated 
and unresponsive to ENRM needs. Additionally. a costly lesson has been learned: unless a policy 
change process is internalized into the policy-making fabric of the government iFi po\ver, needed 
policy changes most likely will not be adopted. regardless of the urgency. And even more tragic is 
that without institutional and GOES internalization of proposed E/NRhl policy improvements, the 
E M R M  policy system in El Salvador will not modernize. Thus. instead of accelerating E.SR\I 
policy improvement. EPR could \veil leave behind a legacy of having hardened extreme positions 
on both sides of the political spectrum. making it even more difficult to move fonvard on a common 
policy change agenda. 

There have been a number of past obstacles to institutional strengthening efforts by EPR. Hoxever. 
the recent GOES authorization to establish MIM.4, and the appointment of an experienced and 
respected environmental policy analyst as Minister. augers well for renewed short and long term 
opportunities to make important contributions to institutional organization and strengthentng for 
improved environmental policy formulation and implementation. Likc\vise. $\en the ns\v mission 
focus on water, and \vith on-going discussion by the GOES of establishment of an autonomous 
normative water authorih. EPR could effectively focus on developing and internalizing a national 
water supply, protection and use policy agenda. framework and specifications that facilitate and 
promote local and municipal initiatives and actions. This also would be an excellent vehicle for 
realizing institutional strengthening in the process of creating conditions that assure important and 
effective policy changes internalized into the national political and institutional s!-stem. 

To achieve these potential results. the project. including EPR, should be physically housed \vith 
MIMA, and strong counterpart relationships should be negotiated (and then made operational) with 
the Minister and his key policy staff. The project. including EPR. should be constituted and 
organized as a host countn. management and operating unit \vithin MIMA. The technical assistance 
provider should play a close advisory role to assist in managing the project management unit. and 
to assist in coordinating and backstopping with appropriate expertise integrated and shared efforts 
by major public and private sector implementing agencies to carry out a sound E%R!vl policy change 
process for water. To do so requires the full-time or part-time intermittent presence of a widely 
recognized senior environmental poky  reform specialist, with stature and acceptance to compare 
with other advisory sources that may be sought out by the Minister. 

The following specific recommendations key otTof the above discussion and respond to the recent 
creation of MIMA: 

1.  As soon as MIMA locates new office space. EPR should physically relocate \kith h1IX.l.A. In fact. 
the entire green project should relocate with and be incorporated into the Despacho kfinisterial 
Policy Reform Of ice  as the Xational Environmental Protection and Saturd Resourc~s \lanagemem 



- 
Improvement Project (ENREM) Unit. The green project name and logo should be eliminated 
immediately. A national director should be appointed as the manager of ENREM. reporting directly 

.I to the Minister. ENREM would incorporate EPR Abt TA expatriate and local-hire technical 
specialists as advisors. and be staffed primarily by counterpart funded personnel. at least until the 
next budget cycle permits increased budgetary positions within the MIL1.4 Oflice of Policy Reform. 

I A common annual and LOP action plan for the policy reform and demonstration area components 
would direct the activities of both Abt-funded and counterpart-funded staff. and 6 r  polic). reform 
activities. should be fully supportive of the action plan of the MIMA Oflice ofPolicy Reform. 

L Dollar and counterpart budgets would be developed separately but in conformance with activities 
specified in the common action plan. 

2. This proposed institutional and implementation arrangement \ \ i l l  greatly reduce Abt expatriate 
administrative, programming. reporting and technical management responsibilities. Likewise. Abt 
local-hire administrative and logistical support staff requirements will be reduced substantiall). 
Staffing requirements should be reviewed immediately to conform to thew greatly reduced 
requirements. 

High priority activities to be included in the common project action plan are recommended belo\v. 

SHORT-TERM (4-6 MONTHS). 

Long term and short term expatriate advisory assistance, supported by local-hire technical 
specialists, should assist to address the following: 

1 .Develop a skeleton institutional framework and organizational structure for MIMA. vith detailed 
organization of a policy reform (unit attached to the despacho ministerial). 

2. Reformulate the E/NRM policy vision, strategy and agenda consult and internalize. as per earlier 
discussion. 

3. Formulate a comprehensive ElNRM policy framework (and detailed specifications to the extent 
time permits), based on existing materials generated by the project and othenvise. consult and 
internalize as per earlier discussion. 

4. Based on the internalized policy framework, reformulate current draft law. This should be limited 
to a well-developed framework law (ley de bases) that includes an imperative to proceed ~ 7 t h  
selected sector policy frameworks and specifications (and a legislation proposal for the forestn. law 
because of existing expectations) in accord with the approved policy agenda. 

5. Simultaneously with the previous activity and using current materials. formulate and internalize 
a sector policy framework and specifications for the forestry and protected areas sector: reformulate 
and proceed as per earlier discussion with proposed legislation). 



Note: Assistance to the draft legislation stage for these two propose l a w  is recommended 
because of high expectations by the general public and stakeholders that have k e n  generated 
by the project public consultations. Also. it is important for 5.1151.4 and L'S.4lD to realize at 
least some benefits from project investments during the past three years. 

6. Initiate appropriate legal baseline analyses (restatements) in accord with priorjties of the polic! 
agenda (explore possible use of law students with faculty supen-isionparticipatio%~. 

MEDIUM TERM (6-24 MONTHS) 

1 .  Initiate the policy reform process for the water sector. including legal baseline analysis. etc.. as 
per process discussed earlier. 

2. Initiate policy reform process for selected aspects of improved land use and nianasement 
(ordenamicnto territorial). focussed on local initiatives (municipal. community and individual) for 
a unified watershed or sub-watershed approach to addressing environmental problems. e.g.. local 
formation of watershedisub-watershed authorities or districts: local procedures. roles and functions: 
roles and functions of national and municipal support institutions. 

3. Continue appropriate legal baseline analyses. especially related to facilitation and promotion of 
municipal and local community initiatives and actions in improved environmental protection and 
natural resources management. especially \vater. and incorporate the results into the policy reform 
process on an ongoing basis; 

4. Develop policy proposals for specifying application and structure for public hearings related to 
environmental policy: 

5. Develop relevant regulations, hold public hearings. and revise as appropriate in accord wirh 
approved policy agenda. 

6 .  Provide complementary advice about policies and actions to stimulate increased municipal 
initiatives and actions. in participative and regulator). EMRM. 

A preliminary estimate is that the scope of these activities over the next three years will require: I )  
long- term, full-time and intermittent senior environmental policy reform advison assistance of up 
to 24 PM per year, and up to 12 PM per year of an esperienced environmental policy legal baseline 
(restatement) analyst (experienced in restatement analysis). 3) three to four local hire polic! reform 
assistants (two in legal analysis, one in social analysis and one in economic analysis). 3 )  
approximately 12 monthdyear of specialized senior short-term expatriate consultants. and. 1) 
counterpart-funded professional staff of 6-8 persons (at least three at a senior level). 

We prepared a matrix format structure that listed all activities and tasks specified to hr. performed 
by EPR in the Abt institutional contract and SO\V. The :\ht policy adiisor \\as in\.ited ro indicate 



which of these activitiedtasks had been accon~plished or would be accomplished (with dates). actual 
and recommended modifications to these activitiesltasks (e.g.. delete. modifications needed. etc.). 
and to propose any new elements that should be added to the EPR SOW for the remainder of the 
LOP. We suggested that detailed explanatory notes be included as needed. See Attachment G-1 
which is included as submitted by Abt Associates. 



ATTACHMENT G-I TO AIVNEX G 

ABT ASSOCIATES' COMMENTS OX 
STATUS OF THE POLICY COMPONENT OF THE PROJECT 

Dated: June 10,1997 



~Vid-l 'cr~n Evaluation: Commcnts by Grccr~  1'1-ojcct 'l'ca111 June 10. 1'W: 
I 

3.1 Status of Contractual Comniit~ncnts: l'olicy Co~npo~rcn t  

.L The following table provides an item-by-item summary of the status of contractual commitments 
made by the Project team for the Policy component. We request that the evaluation team 
incorporate this information into the evaluation report and that USAID consider it carefully in its 
assessment of the Project team's performance. 



June 10,1997 

I. SPECIFIC TASKS (C.4.1, pg 8) 

Contract commitment (numbers in parcnthcses 
mdlcate corresponding section in Conbact and page #) 

A Planning Elcmcnfs 
C 

LOP Action Plan (C.4.1.2. pg 9) 

I . Annual Action Plan (C.4.1.1, pg9) 

Date 

I . Training Nccds Asscssmcnc; (C.4.1.3. pg 9 )  

Status 

- LOP Trainmg Plan (C.4.1.3, pg9) 

(C.4.l.4, pg 9 )  

13 Training Program Elcmenfs 

i In Country 

;! On rhc Job (implied) 

. I.ong tcrm Poi~cy Advlsor Counlcrpans 

Initial 
atlcmpU95 

Thc first Chief o f  Party prcscntcd a Lifc of Projccl action plan that was not approvcd by USAID 1 
Action Plans have bccn orcscntcd throuahout the lifc o f  lhc Projccl 
- -- - - - - - - - - 7 
The Training Coordinator prcparcd a training necds asscssmcnt chat has scwcd as Ihc guiding docunicnr 
for training in thc Projccl 

Thc L i f t  o f  Projcct Training Plan has becn completed 
4 

Thc Procurcmcnt Advisor prcparcd a Equipment Nccds AsscssmcnU and Acquisition Plan I 

Thc conlrilc, docs not stipulate cxplicilly that thcPolicy Cornponcnt will providc long tcnn i n  tau;] 
training ra nnfmnal counltrpms. Onc can imply chat (his will occur when thcrc is such a long p c r d  o i  
profcssionai rclationship as stipulalcd in the contract. Thcrcforc chcsc carcgorics a x  placcd hcrc c :cn  , 
though thcy do nor appcar in thc contract since chcy arc an added bcncfit for lhc country. 

I 
I 

Long rcrm. in country lraining to policy advisor's counterpan i s  an implicd aclivity. Thc Poi~cy , l d ~ t s u :  i 
lhas lhad lwu rialional countcrpans who hc has lraincd in policy issucs lo the cxtcnt thar thcir lirwlc? I 
rraininp in pol~cy analysis and cnvironmcntal issucs has allowcd. Thcsc two initial counrcrpmr. '.Is 
Msrfcla I.omno and Mr. l a i m  Rovira, when appoinlcd did not mcct thc SETEFE approvcd Icrlr:! ol' I 

rcfcrencc They wcrc nppointcd cxtcmporancously by rhc f o n c r  dirccror o f  SEMA. Mr iiorac\n i ( l i l r  ~ 
who modified thcsc tcrms of rcfcrcncc lo rcfltcl lhcir backgrounds. MslLozano, for cxamplc. h ; ~ l  liw I 
yct ci,~nplcrcd her uriivcrsily dcgrcc in busincss. Mr. Rovira on lhc olhcr hand, a Iawycr by frsmr~!: 
indtcarcd, when we first nicl that hc had no cxpcricncc whalsocvcr in cnvironmcnlal or naturai rc\!wrir . ,  I 
issucs much less in addressing thcsc issucs in lcgal lcrms. I! is fair lo  say thal hc cxptcsrcd inIcrc*.I i n  
"icarwng the ropcs" UndcrNxrc tcrms the Policy Advisor cmbarked on an cxtcnsivc in housc tr:!ln!n;. 
with tm l l~  courllerpans activcly panicipating in lhc many activilics. . - . . . 

-- 
Pngc 32 



June 10,1997 

C u r l t r a c t  c o m m i t m e n t  (numbers in parentheses 

.r .: :.:re c o n c s p o n d q  section in Contract and page #) 

- Long tcrrn: TrainingProcurcmcnf Advisor-TPA 

- Long tcrrn: Data Managcmcnf Spccialist.DMS 

I - Shon lcrrn: Expatriate ST consullant countcrpans 

b Shon T c n  WorkshopsiScminars (129 total) (express) 
(C4.1.5. pg 9) 

- to cnhzncc stakcholdcr policy suppon 

- lor implcmcnting agcncy pcrsonncl i n  policy changcs 

t n  (wo!cc!cd a m  managcmcnt planning 

Date 
29 
,- 

On gomg 

On going 

On going 

On going 

On going 

Scpt 19'16 

~ 

Thc Data Managcmcnt Specialist position was hcld by Mr. Luis Hcymans through Junc 1" 1997.. Hc has 
established thc ncccssary databascs in order to allow thc Projca to monitor its cffccts on lhc national 
cnvironmcnt. Hc has bccn working closely with national counterparts, cspccially o f  SEMA and DGRh'R 

The Consultant's Handbook (dcvclopcd by thc projccts administntivc pcrsonncll, in consullation w ~ l h  
thc tcchnical slafo stipulates that consultan(r arc to prcparc a bricfing o f  thcir findings lo a local 
audicncc that includcs national countcrpans. This i s  a manncr to providc on the job training and to 
pravidc the latcst information o f  a spccilic field to national countcrpans. 

i 
The Policy Componcnt has thus far organizcd, faeilitatcd andlor cxccutcd ovcr 73 workshops or 
scminars in diffcrcnt subiccts rclatcd lo EMRM rcaching 2600 pcoplc. 

I 
A numbcr o f  scminars havc bccn irnpancd canccntrating on diffcrcnt sectors. Thcsc wcrc primarll! I 
training scrninars on policy analysis conccntrating on the following sectors or s ~ c h o l d c r  groups 4) ' 
Fishcrics: b) Forestry; c) Protected Arc=; d) Land Usc Planning; c) Watcr; 0 Coastal Zonc I 

I 
Managcmcnt; and g) Commincc on Hcalth and Environment of lhc Lcgislativc Asscmbly. This to:alcd s 

223 pariicipants. Thc current Action Plan focuscson working with mayors and hclpmg [hem idcnr~i> 
solutions lo thcir cnvironrncntal and natural rcsourccs oroblcms. 

- 

A scrm o f  Policy Analysis workshops wcrc undcnakcn from thc bcginning of the Project and i s  s t : i l  an 

activity contcmplatcd in thc currcnt Action Plan. Thcsc Workshops havc contributcd to cnhancin~ lhc 
policy dialoguc in thc countfy by training (and many timcs introducing) mid to high lcvcl tcchntcal slrl! 
of various govcrnmcntal, non-govcrnmcntal and privatc scctor organizations to thc rigors of po l~c i  

1 
analysis in thc cnvironmcntal and natural rcsourccs m a .  A mcarurc ofsucccss has bccn that sornc :I[ 
thosc trained indicatc that thcy use thc mclhodology (GrccnBook) in thcir day to day work. I 

I 
In thc cori lc~t of thc Furcst Scclor Analysis that lcd up to ihc National Forum on lhc Forcst Scclor .A" ) 
inlcr-init~tutmnal working group convcncd to discuss thc Protcctcd Arcas situauon of thc count? 
Expcrmlccd park specialists from thc US Park Scrvicc and US Forcst Scrvicc rvcrc thc rcsourcc pc";>l< 
l l r ~ s  pr,,wdcd 3 3  n;zt~onal countcrpms an opponunity to discuss thcNational f'rotcctcd Arcas $ , I ! ;  I : I I ? . .  

and provide !hc ncccisnry input for thc Natural Protcctcd Arcas Law. 
~ , 

In ihc p:irt ycnr a conccncd cffon was undcnakcn in support of tbc NGD. SalvaNatura. ~uliosc I:K:!I~C 
IS to ni .~i:~gc thc I rnpos~bI~ National Park, to dcvclop !his Park's Managcmcnt Plan ~l'h> wa.5 c!t):)c )I, , i  

p;~:t~~~pi~t,,ry manner w111 pnnicipants rcprcscnting a l l  thc diffcrcnt sr:rkcholdcrs in thc arca of':n!i,:c::'. r 

ofthc I'ark 
. . . 

In chc IcW7 Action Plan. Sub-activities 6.4, 6.5 and 6.6 of Rcsults Packagc 4 2 I contcmpl:!tc \ r w i  V I V  

analyi~~)i :  ;mil prupu,ing iolutions lo ihc situation olthc Barra dc Santiago Prolcclcd Arca 
. . . . 



C o r l t r : t c t  c o r n n t i t n ~ e n t  (numbers in parentheses Date 
:. . ;x:c conc>pcnding section in Contract and page #) .. 

I 

- for enhancing civic involvcmcnt in NES updating 1 1998 

- for cnlorccmcnt capability cnhanccmcnt 2"* Qnr 9 

- lor EIS m d  EIA systcm implcmcntation/improvemcnt 

- for national land usc systcm planning Aboncd 

~- - - - - -  

z ldcntify and gain acccptancc o f  candidates for short lcrm 
mining in Latin America in accordance wilh the Ltaining 
nccds assessment (C.4.1.7. pg 9) 

b ldcnufy and gain acccptancc of candidates for long lcrm 
~ ra~n ing  u follows: 4 cach in yrs I & 2 and 2 in yr 3 

(C.4.1.6, pg 9) 

I '  Inlormatian rnaingemcnc and Impact systems program 
cIc~ncnl% (cxprcss) 

! Ik,igr, and ~n~plcmcnt a rnanagcmcnt information syslcm Mi1rchl97 
(MIS) for the Projccl which will also track spccific In[' 
:ritltc;lror> as scl fonh in USAID Stratc~ic Objccr~vc Nu 5 
! )v !4arch 1091 (C 4 I 8 ,  vcY1 

Status 7 
The broad based consultalion and cducalion campaign proccss has crcatcd a national conslirucnc~ for lh: 
NES uodatme - 
A 2 day workshop on Enforccrncnt of Environmcntal Legislation was hcld with thc Dcpmarncnlo 
Ambientai dc la Fiscalia, and ofthc PNC. SEMA , 5 mcmbcrs o f  the Commincc on Hcalth and 
Environrnenl ofthc Lcgislativc Asscmbly plus a few cnvironrncntal tcchnical cxpcns from from 
Cuatcmala and Honduras. The invitcd spcakcrs wcrc from the USEPA. Thc tok l  numbcr ofpan~c~>anrs 
was 42. 

~~ - - - - ~ ~~ 

I998 - Onc o f  thc first working groups in which the Policy Advisor was involvcd when hc arrivcd in El 
Salvador was in Land Usc Planning Policy. A proposal for Land Usc Planning was bcing discussed and 
had all the lcchnical clcrncnts in placc for a succcssful implementation. Thc political willingness o f  lhc 
Govemmcnt at thc timc was not in place to push the adoption of lhc Policy nor o f  thc Legislation that 
w a  subscqucntly prcparcd. The Policy Advisor also provided mining courscs in Policy Analysts N hlch 
focuscd on Land Usc Planning. 

1 

Fivc national tcchnical pcoplc wcrc scnt to Ecuador for a short tcrm training course in Intcgratcd C o m ~ l  
Zone Managcmcnt. 

A Mastcrs Program in Natural Rcsource Managcmcnt was crcatcd at the UCA (Uniwrsidadc Ccmra 
Americana "lost Simcon Ca17as". This was done wilh lhe intention of obtaining a "bigger bang lor l h c  
training buck". They arc now trying to find lhc sccd money to t&c thcm Ihc ncxt stcp Unionunarcl) Ihc 
Projcct had to rcmovc its support for this cntcrprisc due to budgetary consuainls. 

-. 

Thc MIS 1, ;!!I clTori  lid rcqijircs constant updating. Thcrcforc i t  i s  an activiry [hat i s  crii>r~oncd I!,:<'::;!. 

thc f.h! ( I f  l'r(>jcct. 
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( ' b n t n c t  cooimitment (numbcrs in parcnthcses 
,, : . ~ t c  corresponding section in C o n t a c t  and p a g e d )  

! ,tssist SEMA lo havc ihc Environmcntal Information 
Systcm (EIS) in placcand opcraring by month 18 

t (C.4.1.15, pg 10) 

; ASS IS^ SEMA to havc thc Environmcn~al Impact Asscssmcnt 
Svircrn in ohcc and working by Month I 8  (C.4.1.17, pg 10) 

'1, Policy l i n p r o v ~ m e n ~ e f o r m  Assistance program 
clcmcnfs (cxprcss) 

*- 
I 

I 'idatc the National Environrncn~al Srratcgy, using I : -  
? x l c > p a t o v  workshops to fostcr civic involvcmcnt, by 
j:!n7Jm I996  and again by J a n u m  1998 (C.4.1l0 ,  pg 10) 

Date .- 
,a,- 

Attcn~plcd 
2"d Smstr 
1997 

1998 

- 
ittcmptcd 
I "  Qnr 
1998 

Status 1 
This IS a rnpidly lmoving largct. As ofthis writing SEMA is slatcd lo bc incorporated into thc M ~ n ~ s l r :  o l  

Environmcnl and Natural Rcsourccs. It is not yct clcar i f i t  will continuc as an enforcing am of 1hc 
Ministry or if it will bc climinatcd cntircly. The assistance to S E W  should formally bc transfcrcd :o !hc 
Ministry 
Upon ar:ival in the counrry thc Policy Advisor ancmptcd to establish a close working rciationship i i l : t r  
thc Informarion Spccialist of S E W .  Dcspilc this individuals good inlcntions and willingness lo 
undcnakc thc dcvclopmcnt of a Policy relevant database and information systcm thc lack of suppor, 
from hlr supcrion who wcre not convinced of thc  imporfnncc ofdcvcloping such a systcm plus h ~ s  thc 
vciy limitcd resources at his disposal madc it an almost impossible. Both the Policy Advisor and 1hc 
Chicf of Pany atrcmptcd to pcrsuadc thc dircctor at thc timc that this was in his institutions bcsl intc:cn 
and that wc would s u m o n  him in this task. Epuiprncnt was purchascd to suppon the lnformation Un:l  
and thc Project's ~ a t a  ~ a n a ~ c m c n t  ~ ~ e c i a l i s t :  A first EIS prototype was dcsigncd, produced and 
discussed with the Information Spccialist o f  SEMA who subsequcntly left thc agcncy. 

This assistance will now dcpcnd on the priorities that thc new Minisfry will csrablish 

~ 

Thc National Environmcntal Stratcgy dcspitc i u  flaws (c.g. a seemingly cndlcss list of cnvironmcn:al 
problcnis withoul a slralcgy pcr sc) is a good staning point for SEMA. The documcnt u,rs consul~cd :n 2 

limitcd fashion duc to b u d g c t q  constrainu, ncvcrthclcss it rcflecU thc counvics mam cnvironrncnla! 
:anccrns. Dcspitc thcsc posirivc aspccrc it war not utilized as a staning point by thc ncvly appotnrcd 
Dircclor of SEMA in 1994. At thc timc the Chicf of Parry, Dr. Nonon, suggcstcd that SEMA uthzc : h c  
3ocumcnl as ajumping board to formulate national ENRM policies. The conccpt was to usc thc 
nforn~arion available and make notc o f thc  flaws in order to improvc thc second cdition Duc to 1i.c 

dioryncracics o l thc  Dircclor this was not an acccptablc modus opcrondi. 'This was onc of thc firs1 
nstanccs in which ihc Projcct war faced with the rcaliution that thc Dirccror was no1 vcry in1crcs:'C ir 

.hc policy nature orthc institution he war dlrccting. 

-- 
Page 35 
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Contract commitment (numbcn  in parentheses 
nc :2tc concsponding section in Contract and page #) 

-- ~ 

2 Dcvclop a policy rcform agcnda in  coordination with SEMA 
by Month 6 (C.4. l . l l .pg 10) 

- .. 

.: .Assist SEMA in dcvcloping and promoting NRM legislation 
~n thc arcas o f  gcncral watcr policy, fisheries, coastal zonc 
mmagcmcnt policy and other policy arcas outlincd in  the 
;annual work plans by thc cnd o Ycar 2 by providing: 

(C.4.112. pg 10) 

~ - ~ -  -~ 

a r.conam~c analysis (as appropriate) (C.4.112.i, pg 10) 
~ - 

1. Stnkclialdcr Analysis (as appropriate) (C.4.I. I Z i ,  pg 10) 

- ~- 

c In,t~tut~onal Mapping (as appropriatc) (C.41.12.i, pg 10) 

. .. 

d Workshops and scrninars lo build support 
(C.4.1.12i1. PI! 10) 

- 
Date 
fl - 

4" Qnr 
1997 

Aucmp- 
:cd 
I* Qnr 
1997 
nwards 

I n  going 

Status 

Givcn lhc difficultics cxprcsscd abovc, namcly thc lack ofundcrstanding of thc Dircctor o f  SEMA lil 

1994 that thc institution undcr his dircclorship is primarily an agcncy whose main rcsponsibiltry 1s lo 
formulate and coordinate national ENRM policics i t  was difftcult to obtain his intcrcst and 
undcrstanding as to why cffons should bc cxpcndcd on dcvcloping a policy rcform agcnda. Thc 
international advisors (Cl l i r f  of'Pnrty. the Policy Advisor and thc Education Advisor) all attcmplcd to 

convincc hlm ofthis nccd to no avail. Thc Policy Advisor also workcd morc succcssfully with thc hc3d 
o f  the Unit o r  Special Studics, who was also in chargc ofpolicics (Mrs. Maria Luisa Rcyna dc Agull3r). 
and attcmptcd to pursuc thc cslablishmcnt o f  a policy agcnda. This was cvcntually blockcd by thc 
Dircctor and Mrs Aguilar saw it fit lo lcavc thc institution and bccomc an indcpcndcnt consultant 
Shoitly rhercaftcr rhc Dircctor saw it f it to climinalc thc Policy Unit  of SEMA. 
With the ncw Ministry o f  Environmcnt just crcatcd and with thc preliminary talks that lhc Polic) 
Advisor has had with thc ncwly appointcd Minislcr, Mr. Migucl Araujo, i t  is cnvisioncd that this s:cp 
wi l l  bc accomplishcd as soon as possiblc. Mr. Araujo has mcntioncd thc i m p o m c c  o f  cslablish~ng lhls 
policy agcnda and that hc sccs it as an important stepping stonc in scning thc country on a path to 
sustainable dcvclopmcnt. I n  his mind thc policy agcnda w i l l  bc a conslantly updatcd documcnt [ha: wl l  
providc his Ministry with critical guidancc for ncxl  steps. 

With thc difficultics prcscntcd by thc lack of  undcrstanding of  thc Dircctor o f  SEMA of thc impon3n:c 
of cstablishing a strong policy unit it bccamc cvcn morc difficult to assist SEMA in  dcvcloping m ~ !  
promoting NRM legislation in thc arcas of  gcncral watcr policy, fishcrics, coastal zonc managcmcn: 
policy and othcr policy arcas. In ordcr 10 pursue this path thc Policy Advisor found morc rcccptiic~:css 
in thc Ministry of Agricullurc with thc Minister, the Dircctor o f  DGRNR. Ms. lncz Maria O n i z  thc 
Dircctor oTOAPA, thc Dircctor ofCENTA, and the Dircctor ofCENDEPESCA. Givcn the natuic o f  i'cr 

mandatc a closcr working rclationrhip was f o n c d  with thc Dircctor ofDGRNR. 11 war in this coz:c \ l  

that lhc Forcst Sector analysis cnsucd. Givcn thc political intcrcst thal the Director of S E W  had I:: 1b.c 
Nalional Environmental Law this piccc o f  lcgislalion was thc only onc in which SEMA activcly 
panicipawd 

Econom~c analysis was carried out in thc forestry, and watcr scctors and for Prolcctcd Arcas. 

A Stakclioldcr Analysis was carricd out by the Policy Componcnt. This wi l l  scwc as thc buildins !> ! l l r i  

for funhcr in dcplh ,tukcholdcr analysis of spccific scctorr. -. 
A Inititutiunal Mapping was carricd out by ihc Policy Component, ~ h i s $ i l l  scrvc as thc bui ld~ny !hlr)ci 
for ;I cominucd instilutional analysis in thc country spccilically as it rclatcs to DNKM 

Thc I'ol~cy Componcnt alone has sponsorcd ovcr 73 scminard workshops in thc coursc o f  lhc lhlc o f  thc 
Projecf to datc. -. 
Thc I'rojcct has providcd most i l  not all thc Technical Assistancc for the formulation o f  4 kcy p~ccrs o! 
Lcgislntion: Environmcnt Law; Forcstry Law; Forcst lnccntivcs Law; and Protcctcd Arcas Law 
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Contract commitment (numbers in parentheses Date 
mdlcare corresponding section in Contract and page #) 

,* 
p~ ~ 

f Training for pcrsonncl o f  implcmcnling agcncics I On going 
C.4.1.12.i~. oa 10) 

- - 

e hlcdja Strategy coordinated with GREENCOM I o n  going 

h. For cach ncw law or policy, evaluation o f  impact within I" Smstr 
onc ycar following enactment (C.4.1.12.vi, pg 10) I 1998 

E ,  Institutional Strengthening program elcments 
Icx~rcss and imolicd) 1 

I Proposc a rcfincd organizational structure for SEMA and 199617 
thc ncccssq stcps to implcmcnt a swcturc by Month 5 .  
Monitor implcmcntation and assist whcrc appropriate 

(C.4.1.9, pg 9) 

: Assist in strcngthcning and channelling policy Formulation. 
,Acccptancc and implcmcntation (FA&I) lcadcrship andlor 
pnicipation capacities ofothcr key cnvironmcnl-rclatcd 
GOES agcncics (irnplicd) 

: Assist I,, ,trcngthcning and channclmg FA&l involvcmcnt 
b v  orivalc rcctor and NGO orcan~zations (imolicd) 

I On going 

On going I 
: : \ s s ~ l  in srrcng~hcning tmgclcd capac~lics of appropriate On going 

organ~~;mons in NRM-rclatcd training, cnforccmenl. I 
r:lormaitun in:magcmcnr. panicipalion in policy 
~l:lprovcmcn~ proccsscs and in policy iiriplcmcntati~hpl~cd) 

~ 

I trrrticd roftwarc. hxdwarc and cqi~ipmcnt suppon May 1'1'17 
(cxorcsdimnl~cd) 

Status I 
Thc Policy Cornponcnt has providcd training on Enforccmcnt of Environmcntai Rcgulat~ons to 41 
rcorcscnlatives from the National Policc, Fiscalia Gcncral dc la Rcpublicq SEMA and DGRNR I 
Thc Policy Cornponcnt has conristcntly coordinated with thc Education Componcnt malnly by sh;ar~ne 
information gcncratcd in cithcr component and stratcgizing. 

No  ncw laws haw yct bccn cnactcd. 

! 
The Policy Advisor with thc assislancc o f  lhc othcr inlcrnalional advisors has prov~dcd SEMA wrLl 
technical assistancc on thc organizational Stmcturc. Extcnsivc workshops wcrc hcld internally in lhc 

I 
institution following a highly participatory proccss which resulted in a rcfincd proposal but thar ii 2s 

I 
rcjcctcd by thc Dircctor through his Administrator dcspitc his initial concurrcncc with rhc proposai i n  r 
privatc briefing. Thc disagrccmcnt by thc director on thcsc participatory staff mcctingr wcrc to 2 eel.:: 

dcgrcc thc reason for thc dcpanurc of thc Hcad o f  thc Policy Unit at thc timc This Unlt was 
subscqucntly ciiminatcd. 1 

I 

Thc nomina:cd Ministcr o f  Environment and Natural Rcsourccs has alrcady cxprcsscd h ~ s  inlcrcr,! .:I 

strcngthcning his policy formulation, acccptancc and implcmcntation capaciry. His apparcn! V ~ c c .  
Minisfcr, Mrs. Maria Luisa Rcyna dc Aguilar(who incidcntally was thc Hcad ofthc Policy Unit I?  

SEMA) I S  ;also of thc sarnc opinion and "looks forward to rcsuming whcrc wc Icfl o f f "  
- ~p~ - -- -- 

The ~niirn~tl,~ted M~n~stc r  of Cnv~ronmcnt and Natural Rcsourccs has a strong comm~lmcn! to lhc 
mvolicrncnt ofthc prlvarc and NGO community --. 
Thc I'ol~cy Curnponcni has bccn activc in cach o f  thcsc arcas as thc abovc cxprcss contractual 
ohl igannr d a y ,  

'/. POLICY COMPONENT HOST COUNTK Y INSTI TU7'ION.A I* IO<LA TIONSIIIPS (C.4.3, pg 12) 

i, i'rolcssional working relationship I -. 
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Contract commitment (numbers in parentheses 
.!.:.:a!e corresponding section in Contract and paged)  

I Mcmbcrs of the Contractor tcam wi l l  work closely with 
pcrsonncll ofNGOs. SEMA and M A G  ... (C.4.3, pg 12.41) 

2 . establishing professional working relationships which 
promotc thc use o f  sound natural rcsourcc management 
rcchniqucs (C.4.3. pg 12.61) 

~~ ~- 

B. Relationship with SEMA: (C.4.3, pg 12) 
SEMA, as h e  chief GOES countcrpan for the Projecr, will 
have rcsposibility for: 

I SEMA is rcsponsiblc for ensuring that counterparts arc 
dcsienatcd bv the ECC and thc MOE to work with thc - - ,  
Contractor tcchn~cal assismcc tcam in al l  threc components 

o l thc  Projcct, (C.4.3, pg 12) 
~p 

! SEMA is rcsponsiblc for providing officc spacc and 
~dcquatc administrative suppon to sclcctcd menbcrs of 
Contractor tcam in SEMA facilities or in closc proximity to 
.~pporpriatc countcapam; and (C.4.3, pg 12) 

~ -~ . . .. - 

? SEMA is rcsponsiblc for providing adcquatc staff and 
suppon for thc Projccl, preparing programmatic programs 
2nd final rcpons as rcquircd by the Projcct, acccpting 
dclivcry o f  commodities, prcparing waivcr requests, and 
moniroririg Projccr activirics throughoul E l  Salvador. 

(C.4.3, pg 13) 
.~ .~ ~~~- ~ ----- ~~ 

Date .. 
'T 

On golng 

On going 

Status 
- -~ ~~ p~ 

The Policy Advisor has worked closely with a number ofdiffcrcnt pcrsonncl from diffcrcnr agcnc tc i  
(govcrnmental or not). Most promincnl among thcsc arc: SEMA. DGRNR. OAPA. PRISMA. 
SALVANATURA,CEDRO,FUNDEandFUSADES 

Thc overall objcctivc o f  thc closc working rclationship with national countcrpm is to promotc ihc usc 
of sound natural rcsourcc management techniques. 

~p~ - ~~ 

Unfonunalcly SEMA has not provided the Policy Advisor with adcquatc national countcrpan pcrswnncl 

Thc officc spacc providcd to thc Policy Advisor was not adcquatc dcspitc scvcral mcnt~ons to rhal CXCCI 
' 

rraffic and gas station fumcs pcrmcatcd the officc spacc. Thc noise lcvcl duc to thc prorlrnity to 3 :la!:: 

:borough farc was totally inappropriate for a working cnvironmcnt. 

~ ~ - - -  -. . - 1 

rhc ad~nin~slrativc abnormalities were dctcctcd and pointcd out by Projcct staff. I 

111. IMPLEMENTATION PROBLEM/CONFLICT I<ESOLU'TION MECIIANISMS (C.4.4, pg 13) 
- - - ---  -~~~ ~ - ~ ~~ - ~- -- 

\ Coordinntion 
~~~ ~ ~. ~~ ~ 

I i 'oord~natlon wi l l  bc cffcctcd rhrough regular mcclings of 
ihc Projccr Managcmcnt Group (PMG) (C.4.4.51, pg 13) 

-. ~ ~ 

i n r ~ i l t l n c r  
~ 

! 1 hc I'MG w!ll cnlisr thc suppon o f  superiors and collcagucs 
o f  cacli organization in  carrying out actions as sct fonh in 
~ h c  approvcd Annual Action Plans 

- - - 
(C.4.4.63. pg 13) 

~ ~ 

Tllc I ' l r l j c i r  Cl.mngcnicnt Icam ncvcr dld makc 11 o f f  thc ground 
I 

... 

Pnge 38 
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I K  TECHNICAL ASSISTANCE (C.4.5, pg 13)  
- 

A Ch le fo f  Party 

B Natural  Resource Management Policy Advisor 

1 Scivc as primary tcchn~cal consultan! on ENRM to SEMA 
( C 4 5 B  l . p g l 5 )  

- - 

Contract  commitment (numbers in parenthcses 

~ndicate corresponding section m Contract and page #) 

? Oversight of STTA program for policy improvcment 
activitics (C.4.5.B.1, pg 15) 

- 

I Coordinatc with other GOES agcncics, U S A l D  and othcr 
donor agcncics while advising SEMA on lhc development 
olpolicics, laws, and rcgularions rcquircd for natural 
rcsourccs managcmcnt (C.4.5.B.2, pg 15) 

- ~- . 

p a t e  
. - 

.: h s s w  to prcparc, disscrninatc, achieve cndorsemcnt and 
roicrscc irnplcmcntation o f  periodically updated NES 

(C.4.J.B.3, pg 15) 
p - ~ ~  . 

i ,iss,sr and rnsurc coordination bcrwccn SEMA and othcrs to 
clihmcc policy analysis, formulation and fccdback 
;~pabllttics (C 4 . 5  0.4, pg 15) 

-~ . .- 

Status 

', Coord inw with olhcr donors to achicvc policy 
~inproicmcnt conditionalitics (C.4.5.B.5, pg 15) 

. - 

- Coord~natc and assist SEMA and othcrs to mplcmcn! pollcy 
~ n , p r ~ i c n ~ c n t  rnonl!ormg, cvaluouon, fccdback and d~aloguc 
(C .I 5 R 6 pg 16) 

S S l r i i ~ n ~ !  rcjmns and othcr adn~inistmtivc information lo thc 
I!SAIl) prnjcct managcr as rcquircd (C.4 5 11.7, pg 16) 

-- 
On going 

On going 

-- 
On going 

-- 

4* Qnr 
1997 
forward 

On going 

On going 

- 

I '  Qnr 
1998 

On going 

Thc Policy Advisor has bccn instrurncnlal i n  coordinating efforts with intcmational donors. IDB, FAO. 
CMDP, and thc World Bank. He has also coordinatcd cffons within Govcmmcnt agcnclcs (Nauon?: , 
Environrncnl Law. Forcst Law) and also with a numbcr ofNGOs. 

Originally SEMA was the main focus ofthc Policy Advisor. Aftcr thc impossibiliry o f  accomplishni. 
Projcct ob,cctivcs with SEMA ihc focus turncd to othcr institutions cspccially DGRNR Various 
institutions govcrnmcntal and non-govcmrncntal rccognizc the rolc that thc Policy Adv~sor has had in 
providing tcchnical assislancc in EA'RM. 

Thc Pol~cy Advisor has dircctly supcmiscd a total o f  32 consultants in lhc Policy Arca 

The Policy Advisor cnvisions that this w i l l  now bc possiblc with the ncw Ministcr o f  Enrironrncn: ,i::c 
sccs this as a kcy to thc succcss ofthc Ministry o f thc Environrncnr. ! 

, 

- 

The Pol~cy Advisor was who initiated thc intcr-institutional and Multi-disciplinary Working Crou; .~ : R  
' 

thc d~ffcrcot scctors considcrcd imponant l o  thc country (land usc planning, forcsrry. w t c r )  

-.. 
Thc Policy Advisor has coordinatcd with othcr donors on policy improvcmcnt c o n d ~ t ~ o n ~ l ~ t ~ c s  ( I l ) i i ,  
F A 0  m d  World Bank) 
-- ~ - ~ ~ ~ ~- 

This is nn acuvlty that thc Policy Advisor envisions wi l l  bc in placc a! thc cnd o f  thc project cspcc  I".. 
duc ro rhc ;~rrxval o fn  tcchr~~cvlly rnindcd rninistcr i n  chargc ofthc Environment Mlnlslr? 

- -~ 

Not only has thc Policy Advisor submitted thc ncccssary rcpons l a  USAD hc has also provdcd ti:: 
I'rojcct Orlicers with limcly information on various L W R M  issucs that thcy nccdcd in thc coursc '!:l:c 

projcct t i ,  datc 
~- 

:i( 1 ! t: hi a t r c n i p t  i s  made in t h i s  t a b l e  t o  p r e s e n t  a more logical o r d c r  o f  t h e  l i s t  of r a k s  (specific and more general) t h a t  arc in t h e  conrrx!  
.!d 1!1:ti air i w t i n c n t  t o  t h e  Policy C o m p o n e n t .  These t a s k s  appcar in S c c r i o n  C.4 o f  t h e  C o n t r a c t  and are numbered s e q u e n t i a l l y .  11 i s  o [ > I ) ,  111 
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Section C.4.1 (that has a list of 20 specific tasks) that the sequence presented in the contract is shuffled a little bit. Due to the table format some 
of the lengthy text describing some of the tasks is sumMarized 
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\CIIONYMS USED IN THIS DOCUMENT: 

. .- p~ .~~ 

ECC 
- ~ - ~  . 

ENRM , 
EOP 

~ ~ ~ - -.. -- .- 

/ LOP 
~ -~~-. ~ ~ . ~ 

I 
I LT --- ~... 

1 L40E 
~ .~ 

I i NES 
- -~ .. 

s RM I -. 
( ST 
I S- I rA  

.~ ~~ ~ 1 T h  
-~ 

- -~ 

June 10, 1995 

DEFINITION I 
Data Management Specialist 1 
Executive Coordinating Committee 
- 

Environment and Natural Resource Management 

End of project 

Life of project 

Long term 

Ministry of Education 
I 

.- 

National Environment Strategy 
- - 
Natural Resource Management 

Short term 1 
I 

Short term technical assistance 
~~~ . . . .. -. 

1 
.- 

Technical assistance 
- _ i  

?'raining/Procuremcnt Advisor 
- - - 
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3.2 Status of Contractual Commitments: Demonstration of Benefits Component 

The following table is intended to clarify the accomplishments of the Demonstration of Benefits 
component of GREEN PROJECT relative to the specific tasks of the contract (pp. 1 1-12 of 41). 
We request that the evaluation team incorporate this information into the evaluation-report and 
that USAID consider it carefully in its assessment of the Project team's performance 

Specific Tasks of D.A. Component (pp. 1 1- 
12 of contract) 

in coordination with the ECC and at least 4 
\JGOs, develop a mutually satisfactory 
Aan for collaboration, by end of Year 1 

In coordination with the municipalities of 
San Francisco Menedez and Jujutla, 
develop a mutually satisfactory plan for 
collaboration by end of Year 1 .  

Coordinate with environmental NGOs 
during first 6 months and develop formal 
plans for NGO assistance by end of Year I 

Conduct pilot participatory rural appraisal! 
in at least four of subparts of the demo are 
during the first six months, and 15 
appraisals in each 6 months thereafter for 
the next 2 years. 

Status of Work on this Task (May, 1997): 

Ihe ECC met only once (Aug. 1995) and 
iissolved. Two coordination workshops in 
luly and August, 1995, with CENTA, 
3GRNR, CENDEPESCA led to the 1996 
Plan and "Strategic Guidelines for the 
D.A." , subsequently published in Jan. 
1996. 

Participatory Rural Appraisals in Barra de 
Santiago Canton (M. Jujutla, March, 
1995); San Jose Naranjo Canton (M. 
Jujutla, Feb. 1995); San Francisco 
Menendez, Feb. 1995) established 
priorities for collaborative work in D.A. 
between ADESCOs, mayors, and Project. 

Plans for assistance to AMAR were 
developed in June, 1995, and carried out il 
late 1995 and 1996. Plans for assistance t( 
SalvaNahlra were developed in October, 
1995, and implemented in 1996 and 1997 
(the El Imposible Park Management Plan) 
In addition to the three fiveday PRAs 
mentioned above, four additional smaller, 
one to twoday PRAs were done in 1996 
and 1997. Since then, community 
diagnostics have been elaborated for 15 
communities, but these are simpler than 
PRAs. 
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&st counterparts in implementing the 
aseline survey during the first 6 months. 

issist counterparts to establish at least 200 
JRM sites during Year 1 and a total of 
1,000 over the LOP. --THIS TASK IS 
LLSO THE KEY END OF PROJECT 
IBJECTIVE FOR THE D.A. 

%tablish NRM program for two agrarian 
.eform coops each year until all coops in 
he DA have been covered. 

n coordination with GOES agencies, 
VGOs, and municipios, establish a work 
,Ian for the DA by Month 8. 

Assess economic impact of Project 
interventions at end of Month 30 and at 
end of Year 4. 

Refine interventions based on assessments 
beginning at Month 33. 

Supply educational materials to 
GREENCOM based on activities in the 
DA beginning at Month 18. 

. baseline survey was carried out with 
ounterparts in late 1994 with over 300 
ouseholds, under supervision of the Abt 
:OP. The draft report was prepared by 
ibt in April, 1996. It was never - 
ublished officially. 

.he D.A. team, CENTA, SalvaNatura, &d 
IGRNR established 1,78 1 sites (farms) 
vith improved natural resource 
nanagement technology (average 1.3 
echnologies/farm) up to March, 1997. 
luring the next two years the number of 
:onsewation technologies per farm 
~ousehold will increase with the Farmer- 
'romoter Program. 

'orestry planning with two coops was 
xoposed for Feb-March, 1997, but 
;topped by USAID until June, 1997. 

%st Inter-institutional Work Plan (SEMA 
IGRNR, AMAK. Salvah'atura. CEXTA, 
ZENDEPESCA, Alcadlia SF Menendez) 
jeveloped in a three-day workshop, July, 
1995, Cara Sucia, with Dr. Jorge Faustino 
-0nsultant. 

Socio-economist for DA hired by SEMA 
in May, 1997. This person is now 
developing s w e y  instrument to analyze 
economic im acts of rn-ect activities. -----I First evaluation of acceptance of project 
technology conducted in January, 1997 
(1 27 interviews selected at random from 
data base for 10 technologies). 

GREENCOM hired an environmental 
educator for the D.A. in May. 1996. 
Unfortunately, within two months this 
person became ill and was not replaced, 
leaving materials in process. The D.A. 
component now has 4 modules on 
conservation education validated, and can 
work with GIIEENCOM on these. 
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:onduct bio-diversity survey in the 
lemonstration area by end of Year 2 .  

3rganize 5 observational trips for 
~overnment or NGO counterp& to visit 
~ t h e r  Central and South American 
:ountries to observe NRM techniques. 

Organize and or participate in 6 to 8 
international meetings to discuss regional 
resource management. 

During the El lmposible Park Management 
Plan process, two consultant biologists 
published "Plan para la Conservacion de la 
Biodiversidad del Parque Nacional El .- 
Imposible," a 135-page report based on 
field surveys of birds and plants done in 
1996. 

We carried out two (2) trips to Project 
LUPE in Honduras including 13 
supervisory and extension staff of 
CENTA, 2 of DGRNR, and 12 farmers 
(Nov. 1995, Aug. 1996). We sent five 
AMAR, SEMA, and CENDEPESCA staff 
to a Coastal Zone tour in Ecuador for two 
weeks in Sept. 1995. 

Sent staff from SEMA, CENDEPESCA to 
one meeting in Nicaragua on mangroves, 

I 
plus one tour with SalvaNatura, 
PROARCA, USAID-Guatemala, USAID- 1 Panama, Peace Corps, USAID-Sicaragua 

training is not included (data lost). The 
DA advisor and training advisor organized 
the "Taller Mujer y Medio-Ambiente" on 
19-20 March, 1997, with 53 men and 149 
women (not included above). 

Arrange all participant training identified 
in the training plan for the DA component. 

In summary, Winrock International, the sub-contractor for the Demonstration of Benefits 
Component of GREEN PROJECT, feels that significant progress has been made on completion 
of  the specific tasks, and especially the end-of-project objective. in the contract. We are willing 
to make the midcourse corrections to the contract which USAID-El Salvador feels are 
appropriate. We will coordinate with Abt Associates, the prime contractor, to negotiate any 
contract amendments, or alterations to the contract scope of work which are necessary. However. 
in doing so we must carefully consider any changes that might affect commitments the D.A. 
component has with project collaborators. If s~gnlficanr clnnges arc nladc in t!lc D.4 component. 

in El lmposible in 1997. 

The training data base indicates the DA 
component has trained 1,400 men and 795 
women from 1995- 1997. Some early 1995 
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9 collaborators should, as before, have input in the process to ensure continuity o f  project 
activities. 

Thank you for this opportunity to comment on  the Mid-term Evaluation document. 
- 



ATTACHMENT G-I1 TO ANNEX G 

MATFUX OF CONTRACTED SOW ACCOMPLISHMENTS, 
EXPECTED ACCOMPLISHMENTS AND MODIFICATIONS TO 

CONTRACTOR SOW PROPOSED BY POLICY ADVISOR 
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- for cnhancing civic involvcmcnl in NES updating 1998 

. fur enforccmcnt capability cnhanccmcnt 2* Qrtr 
96" 

- for EIS and EIA system implcmentalion/improvcmcnt 

- for national land usc systcm planning Aborted" 1998 

? RegionaVOffshorc 

3. Idcntify and gain acccpmcc ofcandidatcs for shon tcrm July196" 
training in Latin America in accordance wilh Ihc mining 
nccds arscssmcnt (C.4.1.7, pg9) 

b. ldcntify and gain accepmcc of candidalcs for long term 1998" 
[raining ar follows: 4 each in yrs 1 & 2 and 2 in yr 3 

(C.4.1.6. pg 9) 
- ~ 

C. Informntlon mmngement and Impact systems program 
clements (express) 

I Dcsign and implcmcnt a managcmcnl information systcm MarcM97 EOP" 
(MIS) for the Project which will also m c k  specific 
indicators as sct fonh in USAID Straagic Objcclivc No. 5 
by March 1995 (C.4.I.8. pg 9) 

? Assist SEMA" lo haw lhc Environmental Informalion ~tlcrnplcd 2dSmslr 
Syslcm (EIS) in placc and operaling by month 18 1997 

(C.4.1.15, pa  10) 
- -  - 

1 ~ s s i s t  SEMA lo havc thc Environmental Impact Asxssmcnl 1998" 
Systcm in placc and working by Month 18 (C.4.1.17, pg 10) 

I I 

I I). I'olicy ImprovcmcnURtlorm Assistance program 
clcntenls (cxprcss) 

Two track maslcrs prugrnm in 
NRM 

Incorporate I'olicy rclcv,,!ll 
modulcs into thc pn>pn\ccl IilS 

rta1ur970J.wpd Page 2 of 12 Rcvicwcd: May 28 ,  1'1'17 
C 
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I .  Updatc thc National Environmcntal Strategy, using 
p&icipatory workshops to fostcr civic involvcmcnt, by 
Jmuary 1996 and again by January 1998 (C.4.1.10. pg 10) 

2 .  Dcvclop a policy rcform agcnda in coordination with S E W  
by Month 6 (C.4.1.11, pg 10) 

- - 
1 Assist SEMA in dcvcloping and promoting NRM legislation 

in lhc arcas of ncncral warcr oolicv. fishcrics, coastal zonc - . . 
tnanagcmcnt policy and othcr policy areas outlincd in the 
~nnual  work plans by ihc cnd o Ycar2 by providing: 

(C.4.1.12. pg 10) 

a. Economic analysis (as appropriatc) (C.4.1.12.i, pg 10) 
~. 

h. Srakcholdcr Analysis (as appropriatc) (C.4.1.12.i, pg 10) 

c. lnstilutional Mapping (as appropriatc) (C.4.1.12.i. pg 10) 

d. Workshops and scminars to build suppon 
(C.4.1.IZ.ii. pg 10) 

c. Asrisrmcc in drafting regulations (C.4.I.IZ.iii, pg 10) 
. - 

f 'lrtiin~ng for pcrronncl of implcmcnling agcncics 
(C.4.1.12.iv, pg 10) 

I: hlcdia Stratcgy coordinated with GREENCOM 
(C.4.l.IZ.v. pg 10) 

11 For cach new law or policy, evaluation of impact within 
onc vcrv followinc cnaclmcnl (C.4.I.IZ.vi. PR 10) 

. lurlitutionsl Strengthening proprsrn clcrncnll 

-~ ~- 
(cxprcsr nnd m) 

I I ' I O ~ O S C  a rcfincd organizational structure for SEMA and 
rlx ncccssary stcps lo implcmcnt a stlucturc by Month 5 .  

- Monitor implcmcnlation and assist where appropriaa 

. . ._ .. , , . . . 
. ,  . ,  

Accom- 
pl ished 

Ancmp- 
ted" 

Ancmp- 
tcd" 

On going 

Jund96 

On going 

On going 

On going 

4* Qnr 
199712 

4' Qnr 
1997 
onwards 

- 
st.tlu59705 wpd Pagc 3 of 12 Rcvlcwcd May 2 8 .  IW' 
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M Assist ncw Ministry to 
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. . . 
:nutnben:in paienthescsuid ,. ... 7,:; .: . I S L  i"". 
2ontracta id .page location) 

? Assist in strcngthcning and channelling policy Formulation. 
Acccptancc and Implcmcntation (FA&I) leadership and/or 
panicipation capacitics of othcr kcy cnvironmcnt-rclatcd 
GOES agcncics 

Awst in strcngthcn~ng and channcllng FA&I ~nvolvcmcnt 
b\ 2r1>3!c sector and NGO organ~rauons lm!m 

4 Assist in strcngfhcning rargctcd capacitics ofappropriatc 
organizal~ons in NRM-rclatcd training, cnforccmcnt. 
information rnanagcmcnr, panicipation in policy 
lmprovcrncnt processes and in policy implemcnlati 

5 Limited sonwarc, hardwarc and cquipmcnt suppon 
( c x ~ r c s m )  

[I .  POLICY COMPONENT HOST COUNTRY 1 

.\. I'rofersiond working relationship 

I >fcmbcrs of thc Conmctor tcam will work closcly with 
(xrsonnell of NGOs. SEMA and MAG ... (C.4.3, pg 12.61) 

? c\tnblishing profcssionai working relationships which 
~>mrnotc ihc uw ofsound natural rcsourcc managcmcnl 
tcclmiqucs (C.4.3. pg 12.01) 
~~ . 

I ,  l l r l~l ionship with SEMA: (C.4.3, pg 12) 
SEMA. us thc chicf GOES countcrpm for the I'rojcct will 
have rcsoosibilitv for: 

I SIIMA is rcsponsiblc for ensuring that counterpans arc 
ilcsignatcd by ihc ECC and thc MOE to work with thc 
('ontmctor lcchnical arsistancc lcam in all thrcc components 
d l h c  Project; (C.4.3. pg 12) 

On going -t-t 
May 1997 Id+ STfTUTfONAL REL4 TI< 

On going 

On golng 

New playcr, Min. Env. 

Ncw Min. Env. 
hccorncs chicf GOES 
countcrnart 

I Ncw Min. Env. will 
dcsignnlc countcrpans 

mtus970S.wpd t'agc 4 of I2 Rcvicwcd: May 28 ,  1W7 
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2. SEMA is rcsponsiblc for providing ofice space and 
adcquatc administrative support to selected menbcrs of 
Contractor team in SEMA facilities or in close proximity to 
apporpriate countcaparts; and (C.4.3, pg 12) 

j 5 " r l A  15 rcrpms~ble for p r o \ ~ d ~ n g  adcquatc natTand 
, w o n  for the Project. prcpanng programmatic p r o m s  . . 
and final repom &rc&ired by the Projccl. accepting 
dclivcw of commodities, preparing waiver requests. and 

work closely whew 
Ministry of 
Environmcnt 

work closely wl new 
Ministry of 
Environment 

A. Coordination - 
I .  Coordination will be cffectcd through regular meetings of 

[he Project Mnnagcmcnt Group (PMG) (C.4.4.§1, pg 13) 
- - 

Anempted 

I .  Asristnncc 

I Thc I'MG will cnlirt the suppon of superiors and collcagucs 
of c ; ~ h  urganimtion in carrying out actions as set forlh in 
the approved Annual Action Plans. (C.4.4.53. pg 13) 

On going 

. , 3-,y,- . , . . .... 
I V. TECHNICAL ASSISTANCE (C.4.5, pg 13) " , 

+ 
SEMA subslitutcd by 
Min. Environment 

.-. 

M 

. . 

, (:hiel of Party 

I ,  Ssturnl R w ~ u r c e  Msnsgrment Pollcy Advisor 
-. 

1 S r r v t  ;as primary ~cchnical consultant on ENRM to SEMA 
(C.4.SI3.I. pg IS) -- 

? Oversight of STTA program for policy improvement 
.~clivilics 

-. .. 
( c . t s . n . 1 ,  pg 1s) 

~~ 

On going 

On going 

~ 
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- -  - 

3 Coordinatc with othcr GOES agencies, USAID and othcr 
donor agcncics while advising SEMA on the dcvclopmcnt 
of oolicics. laws. and rcpulations rcauired for natural - 
resources managcmcnl (C.4.5.B.2, pg 15) 

4 .  Assist to preparc, disscminate, achicvc cndoncment and 
ovcrscc implcmcntation of pcriodically updated NES 

(C.4.5.B.3, pg IS) 

5 .  Assist and insure coordination bctwccn SEMA and others to 
cnhancc policy analysis, formulation and feedback 
capabilities (C.4.5.B.4, pg I S )  

~.. 

6. Coordinatc with other donors to achicvc policy 
mpruvemcnt conditionalitics (C.4.5.B.5, pg 15) 

7 Caordinatc and assist SEMA and o h e n  to implcmcnt policy 
i~uprovcmcnt monitoring evaluation, feedback and dialogue 

(C.4.5.B.6, pg 16) 

R Submit rcpons and othcr administmtivc information lo the 
USAID projcct mnnagcr as rcquircd (C.4.5.B.7, pg 16) 

On going 

On going 

On going 

~- 

On going 

4' QRr 
1997 
forward 

I* Qnr 
1998 

-. - ~ -- 
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ACRONYMS USED IN THIS DOCUMENT: . . 

ACRONYM 

EOP 

LOP 

ECC 

MOE 

ENRM 

DEFINITION 

Life of vroiect 

Short term 1 
Long term 

Technical assistance 

Data Management Specialist 

TrainingProcurement Advisor 

Natural Resource Manarrement 
- 

Executive Coordinating Committee 

Ministry of Education 

Environment and Natural Resource Management 

National Environment Strategy 

- 
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I .  An attempt is made to present a more logical order of the list of tasks (specific and more general) that are in the contract and 
that are pertinent to the Policy Component. These tasks appear in Section C.4 of the Contract and are numbered sequentially. It 
is only in Section C.4.1 (that has a list of 20 specific tasks) that the sequence presented in the contract is shuffled a little bit. 
Due to the table format some of the lengthy text describing some of the tasks is summarized. 

2. The contract does not stipulate explicitly that the Policy Component will provide long term in country training to national 
counterparts. One can imply that this will occurr when there is such a long period of professional relationship as stipulated in 
the contract. Therefore these categories are placed here even though they do not appear in the contract since they are an added 
benefit with which the country can count with. 

3. Long term, in country training to policy advisor's counterpart is an implied activity. The Policy Advisor has had two national 
counterparts who he has trained in policy issues to the extent that their limited training in policy analysis and environmental 
issues has allowed. These two initial counterparts, Ms. Mariela Lozano and Mr. Jaime Rovira, when appointed did not meet thc 
SETEFE approved terms of reference. They were appointed extemporaneously by the former director of SEMA, Mr 
Horacio Rios who modified these terms of reference to reflect their backgrounds. Ms. Lozano, for example, had not yet 
completed her university degree in business. Mr. Rovira on the other hand, a lawyer by training indicated, when we first mcr 
that he had no experience whatsoever in environmental or natural resources issues much less in addressing these issues in legal 
terms. It is fair to say that he expressed interest in "learning the ropes". Under these terms I embarked on an extensive in house 
training having both accompany me in the GreenBook training sessions that we undertook. Both were not accustomed to the 
rigors of serious analysis and soon resorted to performing rote functions. 

4 .  The Data Management Specialist position is currently held by Mr. Luis Heymans. He has established the necessary databasus 
in order to allow both components to monitor their effects on the national environment. He has been working closely with 
na~ional counterparts, especially of SEMA and DGRNR. Mr I-lcymans has officially presented his resignation as of June 1" 
claiming his instability in the Project and better pay. This might create some difficulties in that there will apparcntly bc no 
transition time. 

I 
5.  The Consultant's Handbook (developed by thc projects administrative personnell, in consultation with the technical stafo 

stipulates that consultants are to prepare a briefing of their lindings to a local audience that includes national counterparts. 'l ' lii .  
is a manner to provide on the job training and to provide the latcst inlbrmation of a specific field to national counterparts. 

0 A number of seminars have been imparted concentrating o n  different sectors. Thesc were primarily training seminars on policy 
i!ndysis concentrating on the following sectors or stakeholder groups: a) Fisheries; b) Water; c) Lmd Use Planning; tl) I:orcsr!.. 

- . . .. . .~ .. -. 
C 
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e) Committee on Health and Environment of the Legislative Assembly. The current Action Plan focuses on working with 
mayors and helping them identify solutions:io their environmental and natural resources problems. 

A series of Policy Analysis workshops were undertaken from the beginning of the Project and is still an activity contemplated 
in the current Action Plan. These Workshops have contributed to enhancing the policy dialogue in the country by training (and 
many times introducing) mid to high level technical staff of various governmental, non-governmental and private sector 
organizations to the rigors of policy analysis in the environmental and natural resources area. A measure of success has been 
that some of those trained indicate that they use the methodology (GreenBook) in their day to day work. 

In the context of the Forest Sector Analysis that led up to the National Forum on the Forest Sector an inter-institutional 
working group convened to discuss the Protected Areas situation of the country. Experienced park specialists from the US Park 
Service and US Forest Service were the resource people. This provided 33 national counterparts an opportunity to discuss the 
National Protected Areas situation and provide the necessary input for the Natural Protected Areas Law. 

In the past year a concerted effort was undertaken in support of the NGO, SalvaNatura, whose mandate is to manage the 
Imposible National Park, to develop this Park's Management Plan. This was done in a participatory manner with participants 
representing all the different stakeholders in the area of influence of the Park. 

In the 1997 Action Plan, Sub-activities 6.4,6.5 and 6.6 of Results Package 4.2. I contemplate working, analyzing and 
proposing solutions to the situation of the Barra de Santiago Protected Area. 

A 2 day workshop on Enforcement of Environmental Legislation was held with the Departamento Ambiental de la Fiscalia, 
and of the PNC. SEMA , 5  members of the Committee on Health and Environment of the Legislative Assembly plus a few 
environmental technical experts from from Guatemala and Honduras. The invited speakers were from the USEPA. 

One of the firs1 working groups in which the Policy Advisor was involved when he arrived in El Salvador was in Land Usc 
I'lanning Policy. A proposal for Land Use Planning was bcing discussed and had all the technical elements in place for a 
successful implementation. The political willingness ol'the Govcrnrncnt at the time was not in place to push the adoption ol'ilic 
Policy nor of the Legislation that was subsequently prcpatcil. 'fhe I'olicy Advisor also provided training cohrses in Policy 
~na lys i s  which focused on Land Use Planning. 

1:ive national technical people were sent to Ecuador for ;I short term training course in Integrated Coastal Zone Management 

A Masters Program in Natural Ilcsourcr Management was created at the UCA (Universidade Centro Americana "Jose Sirneon 
Cairas". This was done with the intention of obtaining a "bigger bang for the training buck". They are now trying to find the 

- 
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seed money to take them the next step. Unfortunately the Project had to remove its support for this enterprise due to budgetary 
constraints. 

15. The MIS is an effort that requires constant updating. Therefore it is an activity that is envisioned through the End Of Project 

16. This is a rapidly moving target. As of this writing SEMA is slated to be suplanted by the Ministry of Environment and Natural 
Resources. It is not yet clear if it will continue as an enforcing arm of the Ministry or if it will be eliminated entirely. The 
assistance to SEMA should formally be transfered to the Ministry. 

17. Upon arrival into the country the Policy Advisor attempted to establish a close working relationship with the Information 
Specialist of SEMA. Despite this individuals good intentions and willingness to undertake the development of a Policy relevant 
database and information system the lack of support from his superiors who were not convinced of the importance of 
developing such a system plus his the very limited resources at his disposal made it an almost impossible. Both the Policy 
Advisor and the Chief of Party attempted to persuade the director at the time that this was in his institutions best interest and 
that we would support him in this task. Equipment was purchased to support the Information Unit and the Project's Data 
Management Specialist supported the Information Unit by developing, in close association with that Unit's Head, said 
Information System, This was developed and eventually delivered to SEMA. But soon thereafter the Information Specialist left 
SEMA having found a more attractive job in the private sector. The Project's DMS also left shortly thereafter to return to his 
native Chile. Shortly thereafter the Project's Chief of Party resigned after which the Project went through a transition period. At 
this point the IADB decided to hold off on its releasing the monies that had been committed to the PAES program due to its 
perception of inadequate leadership within SEMA. This obviously meant that the monies for equipment and STTA for the EIS 
was suspended until they were satisfied that the money would be well spent. It has only been recently that the smaller part of 
the PAES monies which was earmarked for the EIS was disbursed. The Contractor for this EIS Project has subsequently 
dcvcloped a proposal which has just been released in draft form. The Policy Advisor participated in the briefing held for the 
director of SEMA and has submitted his comments. 

18. 'l'hc Inter-American Dcvelopmcnt Bank (IADB) is funding a Sull fledged development of an Environmental Information 
System as part of the PAES (Programa Ambiental para El Salvador). We should seek to complement thc actiyities of this cfforc 
guarantceing that the System will provide the information necessary for Policy Formulation. To that effect the Policy Advisor 
has participated in coordinating meetings in which he has provided feedback to the Canadian implementing Contractor (S&M 
Group) on their proposal of the System. 

-. 
I .  This assistance will now depend on the priorities that thc ncw Ministry will establish. 

l.!lu\070S wpd Page 10 of  I2 Rcv~cwcd May 2 8 ,  1997 
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The National Environmental Strategy despite its flaws (e.g. a seemingly endless list of environmental problems without a 
strategy per se) is a good starting point of departure for SEMA. The document was consulted in a limited fashion due to 
budgetary constraints and does reflect the countries main environmental concerns. Despite these positive aspects it was not 
utilized as a starting point by the newly appointed Director of SEMA in 1994. At the time the Chief of Party, Dr. Norton 
suggested that SEMA utilize the document as a jumping board to formulate national ENRM policies. The concept was that use 
the information available and make note of the flaws in order to improve the second edition. Due to the idiosyncracies of the 
Director this was not an acceptable rnodus operandi as this would validate the previous directors work. This was one of the first 
instances in which the Project was faced with the realization that the Director was not very interested in the policy nature of the 
institution he was directing. 

Given the difficulties expressed above, namely the lack of understanding of the Director of SEMA in 1994 that the institution 
under his directorship is primarily an agency whose main responsibility is to formulate and coordinate national ENRM policies 
i t  was difficult to obtain his interest and understanding as to why efforts should be expended on developing a policy reform 
agenda. The international advisors (Chief of Party, the Policy Advisor and the Education Advisor) all attempted to convince 
him of this need to no avail. The Policy Advisor also worked more successfully with the head of the Unit of Special Studies, 
who was also in charge of policies (Mrs. Maria Luisa Reyna de Aguilar), and attempted to pursue the establishment of a policy 
agenda. This was eventually blocked by the Director and Mrs Aguilar saw it fit to leave the institution and become an 
independent consultant. 

With the new Ministry of Environment just created and with the preliminary talks that the Policy Advisor has had with the 
newly appointed Minister, Mr. Miguel Araujo, it is envisioned that this step will be accomplished as soon as possible. Mr. 
Araujo has mentioned the importance of establishing this policy agenda and that he sees it as an important stepping stone in 
setting the country on a path to sustainable development. In his mind the policy agenda will be a constantly updated document 
that will provide his Ministry with critical guidance for next steps. " 
With the difficulties prescntcd by the lack of undcrstanding ofthe Dircctor of SEMA of the importance of establishing a strong 
policy unit it became even more difficult to assist SEMA in developing and promoting NRM legislation in the areas of gcncral 
water policy, fisheries, coastal zone management policy and other policy areas. In order to pursue this path t/ie Policy Advisor 
found more receptiveness in the Ministry of Agriculture with the Minister, the Dircctor of DGRNR, Ms. Inez Maria Ortiz, thc 
Director of OAPA, the Director of CENTA, and the Dircctor of  CI~NDEI'ESCA. Given the nature of her mandate a closer 
working relationship was formed with the Director of DGIZNK. I t  was in this context that the Forest Sector analysis cnsucd. 
Given the political interest that the Dircctor oTSEMA had in the National Environmenta~ Law this piece of legislation was thc 
only one in which SEMA actively participated. 
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24. The Policy Advisor with the assistance of the other international advisors has provided SEMA with technical assistance on the 
organizational structure. Extensive workshops were held internally in the institution following a highly participatory process 
which resulted in a refined proposal but that was rejected by the Director through his Administrator despite his initial 
concurrence with the proposal in a private briefing. The disagreement by the director on these participatory staff meetings were 
to a certain degree the reason for the departure of the Head of the Policy Unit at the time. This Unit was subsequently 
eliminated. 

25. The nominated Minister of Environment and Natural Resources has already expressed his interest in strengthening his policy 
fornulation, acceptance and implementation capacity. His apparent Vice-Minister, Mrs. Maria Luisa Reyna de Aguilar (who 
incidentally was the Head of the Policy Unit in SEMA referred to in the previosu endnote) is also of the same opinion and 
"looks forward to resuming where we left off ". 

26.  The nominated Minister of Environment and Natural Resources has a strong commitment to the involvement of the private and 
NGO community. 

1.11u\'1705 ivpd I'agc I2 of I2 Kev~cwcd May 28 .  1997 



ANNEX H 

TECHNICAL ANNEX: DEMONSTRATION OF BENEFITS 

1. Introduction 

Activities in the Demonstration Area may be dividd i?:o four 
distinct programs: 

-- Improved Conservation Practices, validating transfer of 

technology (extension) methodologies for improved ssil a?.d 
water conservation practices, including agro-forescry for 
sustainable management of the natural resources for :ke zar:ec 
population of the small family farm, 1-3 Ha. i?. s:ze. 

-- Management of (two) Protected Areas and their correspc?.dir.g 
buffer zones, with the objective of conserving kic-5icersizy 
and creating sustainable economic opportunities far lozal 
popu1ations.s. 
-- Community Conservation Program 

-- Water 

a. Activity I, Improved Conservation Practices 

1) Introduction 

This activity must be analyzed using two distinc: time 
periods. The first period starts with project initiation in 1394 
and runs through 1996. During this period, the implemenring entity 
was CENTA and the Project contributed technical assistance and 
strategic incentives for developing creative innovations within 
CENTA's "EDO" extension methodology. 

The second period begins in 1997 when the Green Project (with 
support from SEMA) becomes the implementing entity, and ic effect 
establishes its own extension program, using the Farmer-?ro!no:or 
extension methodology developed by the LUPE Project in Hondaras. 

2) Findings: 

During the first phase of the project which should be called 
a period of institutional strengthening for the three C E W A  
"Agencies" in the "D.A.", several ~otable achieT~e:ezts -:st be 
recognized which contributed to makinq CENTA' s "Sree: Revclczion 



Technology," more sustainable for hillside aqric;lr~re. 

. . .  . 
...A a- -- Strengthening of CENTA field staff .xith se.ien 2--.-.^-'- 

. . 
2 y extensionists (paid for with counterpart fz-di?:, :?.:::--A 

. , .  paid through CZNTA, and then by SEMA) pro..?:=:r.- as<iri:?.zl 
field coverage within the "D.A." 

- 
-- The introduction of Participative R~lral ?lar.ninz : ? ? ? I ,  

diagnosing community and farmer problems, in or--- = - A  - -  - -  La- ' - -  ----..- 
address their needs. 

-- Financial support for strategic incentives to far-ers, s-eh 
. . 

as "vetiver" grass for live barriers, "macuna" and "car.a-:z_:a" 
. . .  

seed for covering crops (reducing the need for herblc~zes a?.3 
- - - - -  - -  complementing CENTA's zero tillage practices!, and - - l e i  ^ -  

tree seeds for agro-forestry practices enabi:-g :he:. t- as:?: 
improved technologies. 

-- Training in and promotion of Integrated Pest Facaqe,:.enz 
. . 

(IPM) techniques, contributing to the reduced :ised of zb.e:.:za- 
insecticides. One case in point is the in~ro3..--;-- LA..uA-.. -.. 

rie Azadiracta indica trees and the use of its see5 ~ i - ~ ' -  
storage of grain to reduce post-harvest loss frs-. i~seet 
damage. 

-- Financing the "Demonstrat ion Farm Model" ( o  r. .  - -  _..e 
Community Conservation Program) and strengthening ZZK.4's . . 
"EDO" methodology by incorporating the "Circul3 Vecl.3- se 
Productores (CVP)" into their system. Under this syste:., all 
the CVP farmers attending bi-weekly training sessio?.~, 
rotating the farms visited each session. All participatin: 
farmers received the strategic incentives ("vetiver" grass an3 
pineapple cuttings). As an incentive to construct absorption 
ditches, shovels and pickaxes were provided as they are ndt 
available at the community level. 

3) Conclusions 

-- The SEMA management decision to remove the seven 
extensionists paid for with counterpart funding from CZ?CA and 
to create a new implementing entity under Greez ?rejec: 
represents a clear break in the implementation philcs3pb.y o' 
the project. Changing strategies from strengtheni?? CSSTA 
(ie.,cutting back its staff by half and reducing financial aid 
used for purchasing strategic incentives such as ve~iver grass 
or macuna seed) and creating a parallel qro-p of "rrzi-i-3 
specialists" (mostly former CEX-A exte:sio?is:s\ tc tr3i7. 
farmer/promoters in a limited number of c3r.servaZi:? 



. . . . 
practices, has seriously undermined the Pro;ect a?.- sr.c:~3 ce 
stopped. 

- -- The Project, by distributing the training of tne laxer- 
Promoters over a three year period (which exter.ds Fast the 
life of the Project), is losing the synergisms that C ~ E  ressit 
from integrating farm production. An example 062 practice 
that produces a synergistic effect would be the ictrofizctioc - . .  . of dwarf elephant grass for the constructior. o r  llvlno 
barriers in farms that have cattle. Planted in sedizer.: :raps 
formed behind check dams for gully erosion control, or planted 
along the contour for the establishment of terraces, z?.is cur . . 
grass not only serves as a forage for animals, but contr:oztes 
to the accumulation of manure for corralled or stable3 anizals 
that could be used as a soil amendment. 

-- The failure of the Project to recognize the prodsctive 
contribution of women and the importance of working xi:? minor 
species (chickens, pigs, goats, etc.) and cattle restriczs, the 
potential impact of any extension methodology. By :qnozing 
these factors, the Project has lost the synergisms :ha= resul: 
from integrated farming systems and losing the iccenti%;es 
generated by integrating production. A prime exanple of :he 
Project failure to employ an integrated approack. to hillside 
farming is that "macuna" is being promoted for gro,d?.* csver 
without using the seed produced as a protein s~pple?.enz for 
animals. 

-- The D.A. Component has lost sight of its overall mandate of 
contributing to sustainable NRM, being distracted by ot?.er 
activities that should be carried out by other instirucions 
that focus on rural community development. 

4) Recommendations 

a. The formulation of the technical package of 
improved conservation practices should be strengthened during the 
1997 planting season to reflect the integrated farming system of 
the target population within the D.A. Besides the basic grain 
production, animal production, tree production (for fuel, forage or 
construction) and farm gardens should be considered. Local 
traditional knowledge of species found growing in the 3.4. should 
form the basis of the agro-forestry technologies, reinforced w-th 
improved germplasm from CENTA. Within the existing livip.9 fences 
that form part of the existing farming systems are inany forage 
species that are currently being used and zhar c o d  be 
intensified. 



b. Within the existing insriz,:r:znal :zxe.,::rk, . . encourage CENTA for the 1997 planting seasoR co rep-:care :%e 
MIRAMAR Community Conservation Project by es-2.-- : -'-...-. 
Demonstration Farms in critical areas within the " U . . 4 . "  n-v-- L ~ . .  : .Y 

should be encouraged to present one project for lac? zf its 
. . 

extension agents working within the area, i t  :he ?rz;ect 
providing them with the strategic incentives required *& .*.srk xit>. 
farmer groups. Monitoring of production should be expa?.ied :s a 
percentage of the other CVP farmers, and not jusc be i:xites ta ti2 
Productor Enlace. 

c. Farm production records shoi?ld be rr.air;tained 
for the model farms, expanded to cover all production sys:ems fz,:?.i 

--.-  on the farm, including an integrated approach involvi-q 3.i-;..al 
production as well as agro-forestry. To carry out t5e e.ecessar1. - .  economic analysis of this monitoring system, a r.~il-tir.e catis-al 
farm management specialist should be hired wits i?.rer?.atlsr.a: 
technical backstopping as needed. 

d. Intensify the work of develosi?; e L I ? E  
methodology of transferring technology, using the Taxer-?rxxror -. program to establish a bridge between NGOs and C Z S T A .  ce 
technical package must be completed as soon as possible dcr~ng 1397 
to support Integrated Sustainable Hillside Agriculture, ssing the 
synergisms resulting from integrated production systezs as a? 
incentive for farmers to adopt improved practices chat prcci-ce 
short term benefits of increased productivity and :?creases 
production. 

e. Sustainable integrated hillside agric,dl:,~re 
practices should be documented in an informal ezvirszsezcal 
education series for use inside and outside the demonstration area. 
Two or more series should be prepared, one for the rural cargec 
population and the second for extensionists and professionais, 
possibly in the form of a manual. This work should be carried out 
by GreenCom with CENTA, strengthening their existing co!x-znication 
unit that prepares informal training and extension materiais. 
CENTA's gender program that recognizes the production contribution 
of women to the small farm economy should be incorporated into the 
Project. 

f. The justification for a baseline study of 
hillside agriculture in the D.A. continues to exist. I~ is 
recommended that the study be conducted in the ~roposed San 
Franciso Menendez/Cara Sucia sub-watershed to better identify the 
target population. The area of the scudy should be lizited ~o :he .. . hillside farmers located above the ?a?.azericar! k:?hway. T5e s+..i,. L -  : 
will provide a benchmark from which the iapac: of ?rr=jecz 



activities can be evaluated. The study snosla be 5-ne L?. 
conjunction with CENTA and the NGOs working in the area. 

b. Management of Protected Area: "El Imposirle" Sarior.al 
Park, co-administered by the SALVANATURA Foundation 2-5 ??;>::;IS. 

1) Findings: - 

a. Project support for preparati,?? =f t5.e 
management plan for the National Park "El Imposible" represe-zs a 
very important contribution to the National Resozrce Yar.aqe~e-t 
process for El Salvador, not only in the tradirional c3r.zex: of 
bio-diversity conservation, but also for its contrih~zio:. tauard 
strengthening PANAVIS and an NGO, SALVANATURA, as the:/ ?articipate 
in the formulation of a participative managerzc: 3127. :?a: 
addresses buffer zone issues. 

b. Buffer zone activities have been i::zia~ed 
by the Green Project including community conservatio;? ?rojec:s.,s.lch 
as improved stoves and latrines, soil co-ser..-a:is? and 
reforestation activities. The SALVANATURA tree nursery 13zated a: 
San Francisco Menenaez, is oversized and poorly locate5 in relatioz 
to the whole buffer zone, with long difficult transporr razzes ta 
the areas to be planted. The current planting procraz lacks a? 
integrated agro-forestry strategy an3 often trees are zla-zed :- 
small parcels of land more appropriate for agricultural prsz;cz<,??. 

...-,,- e There are situations where farmers were going to cuz dcwr: -.-.-- 
natural forests to have a place to plant trees. 

2) Conclusions : 

a. The management plan represents a benchzark in 
protected area management for El Salvador that provides a paint of 
reference based on international, recognized guideli-es that 
follows the International Union for the Conservation of Kature 
(IUCN) strategy. (Archeological sites within the proxeczeci area 
are receiving special attention in the management plar. coverizg the 
specific mitigation concerns expressed by the Chief Znviron-ental 
Officer on June 30, 1995. 

b. The management plan contributes ro F'roject 
objectives by protecting critical watersheds that are the year- 
round source of water for downstream stakeholders, and also provide 
the mangrove ecosystem with the fresh water required to sustain the 

.a::'>re to aquatic life system found in the "Barra de Santiago." = ' .  
maintain this ecosystem would drastically affect the ecs7.c:: -f zb.2 
"Barra de Santiago," its resident popslatisr. and ::e ::?~sitcry 

. , 
population that frequents the beach and mangrove area, as ue-A as 



commercial and artisanal fishing. Siltation is airea5;. t?.rearer.ir.; 
aquatic life in the estuary system. 

c. In the reforestation activir,i?s, s?ec:es 
selection and numbers of plants should be based on c5e 5ez.and fsr 
them, restricting the number of plants that have plar5s~oqiza~ 
problems like "cedro" and "caoba" that require intensii-<~..a:age?.e?.'i 
with frequent pruning. Production of citrus plants shc-L5 be 
limited to home consumption requirements and pia-:e5 :he:. 

. . 
irrigation is available. Fruit trees should be more 3:-..ersified 
and interspace amongst other forest species as a source of food fcr 
wildlife. 

3) Recommendations : 

a. The reforestation effort should be s:rer.qt?:e?.eci 
with T.A. for developing a more decentralized cs?-~.dr.iry 
participation strategy focusing on soil and water conservarlsr~ :+.at 
is agro-forestry based. Small community nurseries she-id be 
encouraged, producing species with locally collected seen :?.at zeet . . .  
the needs of the communities, with more emphasis or. -,dir:z-e zse 
agro-forestry species and species that could be planre5 ro i?.crease . , ,  
habitats for wildlife. Planting strategies should inti-oe 

reforesting ephemeral or intermittent streams, arc rivers ta 
protect the sources of water and create corridsrs f3z ir.?rsy:ed 
wildlife habitat. 

b. The contractual commitment of Abt to prepare rwo 
management plans annually should be continued. Priority s5ou1d be 
given to replicating the Protected Area Management process f3r 
other protected areas such as the "Complejo Los Volcanes en Santa 
Rosa" which forms the biological corridor known as "Apaneca" tkat 
consolidates the "El Imposible" and "Barra de Santiago" ?rrotected 
Areas. These additional protected area management plan exercises 
will help identify other critical watersheds and could prcvide an 
area focus for funding NGOs which have a commitment tc sustai~able 
hillside agriculture through FIAES grants. (See Attachcent 2: Map 
of Protected areas, Attachment 3: List of Protected Areas a-d 
Attachment 4: Proposed Biological corridors.) 

c. Developing the Apaneca Biological Corridor would 
facilitate the possibility of connecting "Barra de Sazriago" 
Protected Area with the natural areas of "Chiquimuiiiia Corrai" 
Reef and "Monte Rico" in Guatemala, presenting a possibility of 
working with PROARCA. 

. - -  
d. An informal E.E. pr3qrans for o,~:rer zone 

communities is fundamental for changing the attitudes of e e s e  



. .. . - communities who have traditionally narvesced j;:-z~-:re 27.2 ?xrr3;:e5 
. . 

forest products such as "pacaya" (an edible palm flo.xer fcr ss-z- 
consumption and commercialization. 

c. Management of Protected Areas: The Barra de Santiago 
Protected Area - Co-administered by AMAR-PANAVIS. 

- 
1. Introduction 

. - 
The designation of the "Barra de Santiago" Protecze- .-.re; as 

a multiple use area, reflects the pressures created by ssciezy s: 
all sides of the area and the interest and desire 5:. S2ZS 
institutions (PANAVIS AND CENDEPESCA) to do so!retki:? rs zrozecz 
the area. These pressures include: 

Cooperatives and large land owners threace. :he exisrlnq 
mangrove forest by harvesting for firewood 2r.d cz7.s--..--.-- - -  4 L - - 4 . .  

materials. There has been a reported loss (by C?<2Z>ZS2.?. '  zf . . 
1,217 ha. of forest between 1987/88 and 1994 ?ccorzI:?.? rz s 
recent evaluation of LAND SAT-TM satellite ixa?es, e3,~:~:a1e?.z 
to 24.5% of the area, with destruction co~.tinuirq. 

A large resident population dedicated ts arzisa-a: 
fishing and catering to heavy influxes of hclidzy a7.i xeekend 
visitors. 

Harvesting of turtle eggs during the nest1r.g season and 
the effort by AMAR and several smaller groups to pro-ecz z5.e 

'.-series. turtles and release hatchlings from protected n - A  

Commercial harvesting of shrimp with trawlers 

. . 
Siltation of the marine estuary from sedir.ents 3er:ved 
from hillside sheet erosion and manure waste frcz caxxle 
feed lots and dairy operations that are dis?3sir.? of 
solid waste by dumping it into the rivers flo.dir; l-ts 
the estuaries. 

2) Findings: 

a. The unfortunate exit of Rhode Island S?iversicy 
from the technical assistance consortium resulted in los: tixe 
and opportunity. 

L A  L... t 3 b. The failure of the consulting cc'ssr-'..- 
contract a suitable Spanish speaking specialis: afzer rnree 
unsuccessful attempts has resulted in lost tize ?:i reszzrzes 
for helping formulate a Management Plan. 



c. The institutional weaknesses of .:.!.:.A2 $.LZ<?.; 

late 1996, early 1997 have reduced their effecriver.ess axi 
ability to participate in any management plax prepara:ion 

. . activities. Their dependence on volunteer help a-= z7.e lazh 
. . of an adequate staffed professional organiza-; "or. L:Z::S =.-,e:r 

activities mostly to turtle protection and conservat:on as 
well as limited involvement in supervision and adrP.;nis:raiion 
of park guards. 

d. Coordination and communication betweer. 3r.e 
Director of CENDEPESCA and the Green Project S E X  have 
deteriorated to such a degree that SEMA no longer prsvides ar.y 
counterpart funding for CENDEPESCA field personnel (in partic,~lar 
the two community development specialists). 

e. The Project's support for par:icipariL-e rzral 
planning and the workshop on the ecology of the eszuar); syszez 
created local interest in participating in actions that c3:lci have 
led to the formulation of a participative managemen: plan. 

f. The Project's support of a local crganizatia?. 
of fishermen led to the temporarily successfully enforcemen: of rhe 
restrictions imposed on harvesting shrimp larva in the estuary. 

3)  Conclusions : 

a. For a successful management plac to be 
prepared, there must be national counterparts and organizatiozs 
(NGOs and GOES) that can absorb the technical assistance s,- :b.ar 
the management plan is not prepared in an institutional vacuxa. 

b. The importance of old growth mangrove forests, 
contributing leaf litter to the estuary system where it enters :he 
marine food chain for shrimp that pass part of their life cycle in 
the estuary, cannot be overstated. 

c. The economic dependence of the "Barra de 
Santiago" community on artisanal fishing and the harvesting of 
marine resources in the estuaries requires an awareness of the 
regulations covering harvesting (the size of mesh that is allowed 
In the nets, restricted areas, etc.) and the protection of these 
resources, through the preparation and implementation of a 
Multiple-use Management Plan. 

d. Preparation of the Barra de Santiar.~~ :.!sl:iple- 
use Management Plan must be participative, including :he carrmdni:); 
GOES (PANAVIS, CENDEPESCA), and AMAR, bi;t n3t necessarily Gependenr 
on AMAR as being the only implementor. 



4) Recommendations : 

a. The preparation of a participative zclz:ole-:se 
a management plan presents an opportunity to inzeqrare I?.- 

stakeholders that interact within the area of study. -& zez?.a-is- 
for consultation and integration of the Directors zf ?.:.!:.4x::S, 
CENDEPESCA and Green Project must be a pre-condition z~.pr3;se3i?.q 
with the plan. A letter of understanding should define : K  urizi-3 
the institutional roles and responsibilities. In accorda-ce ;xith 
the Environmental Assessments and Mitigations cc-zer-izg 

. . deforestation of the mangrove forests and archeolosical siz?s, zn-s 
management plan should receive high priority. 

b. The directors from the rele.~a-z -?:- 
eu-2  

organizations must take part in the evaluation and selezziz- cf 
-. " D :. : consultants related to management plan preparation. ...-. sP.3.2l;i 

also be consulted on the formulation of the work ?la-s an5. a7.y 
additional studies required. 

. . c. Specialized environmental educatio? zazerla-s 
should be developed to support the management plan for the :.ari?e- 
estuary system that also could be used in other manqrove ecssysce-s 
in the country. 

d. As part of the management plan activicies, r5.e 
three mile fishing limit should be evaluated, as should the =,Jr=le 
hatcheries activity. 

d. Community Conservation Program 

In the absence of a comprehensive baseline study (:hat the 
Project failed to produce), that would have provided a bl-e-print 
of the social-cultural and bio-physical status of the D..?. a: c5.e 
beginning of the Project, the Project initiated a pracess 3 f  
"Participative Rural Planning" to detect the perceived needs of t h e  
communities. This process led to the establishment of an inter- 
institutional committee that could respond to the cozwni:ies 
requesting financial and technical help for carrying 02: acrivicies 
to improve the environment and reduce degradation of f~rescs, soil, 
water and the atmosphere. 

1) Findings: 

a. The projects that have been fina~ce3 :3 53'3 
fall primarily into four areas: - * ,  improved wood szc-es $ 2 0 ~  

completed); pit latrines (408); composting latrines ( 1 5 3 ) ;  53-d 5.xj 



wells (76); and improved pumps (148). . . This a c t ~ v ~ z y  ;23k 
approximately 80% of the D.A. field coordinator's time during 1996, 
and represents 1,200 of the 1,781 families that the Pro:ecz claics 
have successfully adopted improved technologies! 

b. The Ministry of Health was not ir.cluded in :b.e 
inter-institutional committee that decided on the feasibiiity or 
appropriateness of these projects. 

c. There were no formalized groups established for 
training receipts in the use of and maintenance of these 
facilities, with no formalized environmental education progran fsr 
the community relating these activities to their impact on :be 
environment. 

. . 
d. No monitoring program was establisne- ~3 

evaluate the impact of these activities as related to i=pr=veS 
health conditions such as reduced dysentery in children and recixcei 
respiratory problems. 

2) Conclusions : 

a. Contrary to the generic mitigations in :he 
expressed site specific environmental assessment darec Fejrcary 21, - .  1995, that concluded that "It is imperative for the scccess or zne 
Project to significantly increase funding for on-rhe-gro-nd 
activities . . .  one million dollars would be a realistic minimum" azd 
which the Project has understood to be latrines, wells and pumps, 
and "improved stoves." The evaluation team finds that these 
activities should have had other institutional arrangements f3r 
financing and supervising these activities to assure that they 
share the intended impact on health and natural resource 
management. These activities diverted the attention of the Projecz 
team from the primary focus of developing and diffusing an 
appropriate technology package for sustainable hillside 
agriculture. 



b. The community focus ot "2ar::c:cari.:e 3;:ral 
Planning" and the focus of the Community Conservation ?rojeczs %re 
changed the focus of the Project from natural resource KanageEezt 
activities (soil and water conservation practices 3 ~ 5  1 ~ ~ 3 -  

. . 
forestry) to a focus on rural community developnent pr3.:i~l:~s t5.s 
materials to individuals without an E.E. program relatins r?.eir 2se 
to improved health and nature resource management. - 

c. On a positive note, the Community Cans---;a-;-- - - b  ---.. 
Projects did provide a good mechanism for providiz. srrateqiz 
incentives for community projects related to NRM i?.ple:enzed by 
CENTA, and to NGOs without being paternalistic. .+ excellent 
example is the project "MIRAMAR" with technical superT:islo?. f r m  
CENTA that was able to establish in one year 35 dernonstraziz?. far:,s 
with farmers applying improved technologies on approxirazely 35 Yz. 

5) Recommendations : 

a. The only Community Conservation Prqgram 
. .  . 

activities financed by the Project should be tbose i;?.:cn 2:s 
directly related to NRM activities. Other activities s as 
improved stoves, latrines and wells/pumps, should not 5e f,~nded by 
the Project but by other organizations. 

b. Strengthen the Community Conservation Program 
to help organized groups with technical assistance in 9reparir.q . . requests for financial (strategic incentives) and rechnicai relp 
for activities related to NRM (soil and water consetvation, agro- 
forest practices, etc.). Technical assistance should also include - .  . 
the supervision of implementation of the activities in the rle~d. 

c. As part of the Farmer-Promotor program, the 
"participative rural planning" strategy should be used for a 
diagnosis of individual family farms or cooperatives and their 
respective farming systems to facilitate the farmer and his family 
(wife and children) identify their production problem and possible 
solutions. 

e . Water 

This is a new activity appearing for the first tiice in the 
1996 Action Plan. The D.A. Strategy paper f o c ~ s i n ~  Projec: 
activities in three sub-watersheds, to be more efficient and have 
more impact in a reduced area. Using the participative rural 
planning process, the need for access to water came throz-jh 
strongly and plans were made for financing feasibili-y stsdies and 
construction of five small water systems. kiditio-al feasibility 

, . 
studies for water systems and sewage syscems for :ez:--. size 



communities were also financed. 

1) Findings: 

a. Feasibility studies for 5 sr,all xacer syste-s, 
have been completed or are nearing completion, wit? a facc~s on 
urban populations. - 

b. The project is helping three co~~~snizies lock 
for financing for medium-scale water systems, because the r.agniLsee 
of the funding requirement (C18,000,000 for Cara Sucia's vater 
system) which is beyond the capability of the Project. 

c. A water monitoring system is Seizg developed 
with local school teachers and students. 

d. The Ministry of Health has the mandate to work 
with reducing sources of contamination, and has been irf1ce::ial in 
reducing the contamination of the Rio Cara Sucia co2ing fron, the 
Hacienda "Los Dos" cattle feedlot operation. (There vas a chanqe 
in land ownership and a subsequent change fro- a cattie feedlot 
operation to grazing irrigated pastures.) 

2) Conclusions : 

a. These water related activities are an extension 
of the Project's tendency to work in rural community develop?.ent 
activities rather than activities related to Natianal 3.esource 
Management. 

b. The Project should be focuslng on the target 
population of small hillside farmers and how they can contribute to 
increasing year-round sources of clean water. Thls car. best be 
achieved by adapting an integrated watershed managenent strategy. 

c. The Ministry of Health and the park gcards in 
the National Park "El Imposible" and forest guards in the "3arra de 
Santiago" appear to be better situated to conduct long terz 
institutional monitoring of water quality. 

3) Recommendations : 

a. The Project should help corrcr,unities look for 
other institutional sources of funding for activities such as water 
systems and waste disposal systems. The Project should r.ot :und 
feasibility studies or construction of these basic infrastrucEure 

. .  . . . -  
activities. This approach will be fac:_:tztes :r :F.e decislzn Ls 

. . 
made for the Project to fund preparation of a va:ersze- =axajeaent 



strategy and plan for the Cara Sucia/San Franciscs :.!e?.er.Jez 5.25- 
watershed. 

b. The Project should work with :he carqet . . 
population of small hillside farm families, or those ;.cr<:?.q ir. 
cooperatives, within the context of integrated b:a:ers?.eci 
management. The focus should be on restoring forest - o v e r  a i a ~ g  
water courses creating green corridors, creating kabiraz far 
wildlife, and creating "strategic incentives" :ha: are ?.a: 
paternalistic for farmers to adopt improved practices :ha: w i l l  
reduce erosion and increase water conservation and recharge upland 
aquifers. 

c. With the Ministry of Health and the park 3:ards 
in the National Park "El Imposible", and forest ;-arcis i:. t5.e . ,  . 
"Barra de Santiago," an institutional arrangexer.: ~ 5 3 ~ - a  cs  
formulated with a letter of agreement to implement a 13:.;-cer?. 
monitoring program for determining water quality. 3,--,-=-- Tk.e - - &  . - L L  

should initially provide instrumentation and training req.;:red.~ir!: , 
help from the Division of Natural Resources :c crear:?.: 2 

standardized program using existing institutional field sraff. 
. . 

This could give the effort more stability than worki-9 w::- sz?.331 
teachers who can more easily be transferred and who do not ?.ave the 
institutional mandate to work in this area. 





9- l,;oble,,;i;;c3 a so luc io , ,a r :neduci r  a exan mcdida 10s yrocc3os erc?:'.'o3 ~ . 5 ' . 5 2 . 1 ~ ~  ji\' 

l a s  l l u v i a s  y l a  esc  L - L  I l a  cua l  31 caer  t :errenos nuuop y 
s i n  n i iwma nzdia de=6=t?an ~ o n ~ ~ g o  a caps f irt i1 d e l  $a0, fez 
~ m d o  er. mcnos  casos ,  p e q u e n m l ~ r b  y l o  ca rcavas  que a e c t a n  a  p roaucr lvz -  
dad de 10s sue los ,  e s t a  s i tuac idn  es n o t o r l a  en l a  comunida: d e l  c i s e r ~ o  H i r a ~ a r ,  

1 
er! donde e l  productor t i e n e  que a p l i c a r  mayoree cnat idades  de a & r o q u h l c o s  pz ra  
obtener  producciones s a t i s f a c t o r i a a .  

10- 3bjzcvos cs;,ecific-s: a.- Contro lar  l a  e r o s i d n  e n  a q u e l l a s  parce las  a g r f c o l a s  sooe- 

t i d a s  a  l abores  a g r i c l e z  i n t e n s i v a s .  - - 

1 b.- Consemar l a  f e r t i l i d a d  y  humedad de 103 s u e l o s  por medio 

de  un sis tema adecuado de consemac idn  d e  10s ~ i s m o s .  

7 < 

c.- Awnentar l a  p r o d u c c i 6 n  a g r f c o l a  y  por ende 10s i n g r e s o s  
i 
1 f a m i l i z r e s  de l a s  commidades rurales. 

d 11- .- h [ m c K ~  ell i s c o ~ l r c ~ : a c i ~ ~ ~  ridienla\ (Sodo, a s t ~ s ,  l~os(luc biudjvcrridrd): Con ~ a e  jecucidn  
- d e  e s t e  proyecto,  s e  p r e t e n d e : z e v e r t i r .  e n  a l g u n a  torma, c i e r t o s  p r o b l e m s  causa-  

l 
60s  por  e l  ace lerado d e t e r i o r o  de 10s r e c u r s o s  na t l r ra les  en g e n e r a l ,  en e s t e  s e  
cornbinan una s e r i e  de p r6c t rcas  c o n s e r v a c l o n l s t a  que V;l ' aesde acequ las  de r e  - t enc idn  de zgua, b a r r e r a s  v ivas  de z a c a t e  v e t i v e r ,  piiia, b a r r e r a s  muertas ,  Arbox 
l e s  cono baxrera;s (rnzdrecxao), e t c .  con 10s CQales s: e v i t  r i  e l  lavario dei sue  

! l o ,  s e  r e t r e n d r a  mayor humedad, s e  Lncrementara  l a  producci2n a g r i c o l a  g e c e r m d c  - un gran inpacto en l a  cocunidad.y m e j o r m d o  e l  rcealo amolente, ya que e s z a s  y r z c  
t i c a s  se  r e a l i z a r b  d? t a l  manera que no  s e  ocas ione  daiio a  l a s  p a r c e l a s  v e c i n a s ,  

. I tmpocoiconta.ninar  r i o s  y  quebradas d e  a g u a  OaJO, e s  dec l r  e v l t a r  t r a s l a d a r  el. - problema a  o t r o  s i t i o .  

- 1 .  . 12- Ereve descripcih (kle~odcrlo$t): F a r a  e l  d e s r r r o l l o  da s t e  proyecto s" promoclond 
y s e  organiz.6 12 comuniciad dB Niratrar l l e g z n d o  z ~ 3 t a b l e c c r  guc s e  pucden p r o t g  - I g e r  35 m., con d i f e r e n t e s  ohrzs d e  c o n s e r v a c i d n  de sue los ,  t a l e s  c o w :  

a.- Barreras  v i v a s  de zaca te  v e t i v e r  y p i i i a .  

I b.- l c e ~ u i a s  de absorcidn de agua. -. 

1 c.- Bar re ras  muertqs y  c z r r i l e o  de r a s t r o j o s .  - 



f.ZTOWLOGIA : 

E l  proyecto i n i c i a r i  con j d l a s  d e  capacitacidn p a r a  i c s  

productores, en l a  cual se l e s  ad i e s t r a r a  en e l  man$jo p us0 d c l  a r c  

do y n ive les  t i p 0  "A" y cebe l l e t e ,  construccidn de acequlas de  absar- - 
ci6n, ba r r e r s s  v ivas  y muertas. . 

Luego i n i c i a r s  e l  proyecto en e l  camp ,  con e l  t r2zo  y - 
eataquil lado de  curvas a n ive l ,  para l z s  d i f e r e n t e s  obras, a s i  coao 

t a b i 6 n  l a  elaboraci6n de un v i v ~ r o  de madrecacao de 10,000 p l a t a s ,  

luego se  emyzar5  l a  construcci6n de 13s d ize ren te s  obras de c m s ? r  

vzci6n. inic iando con 13s acequlas de absorci6n. barrerns vivns y - 
barrezas de nzdrecacao. 

I 
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C 1,260.00 

- .,,- 
r s r r - A -  ae 
Madrecacao. 

11 
1 Ri j os  de vetive 4 s  171000 



lryizacion 

: o ~ w x c i o  

:onlunid2d 

lnstitucioncs 

TOTAL 

i\l.llcrinles 

E25,460.00 

- 

--. 

$2j,460.00 

Equipo 

C 5,750.00 

$ 4,030.00 

$ 9,500.00 

$19,250.00 

I 

Llano ohm 

-- 

~ 1 5 , 0 0 0 ; o o  

- 

$ ? 1 5 , ~ 0 . 0 0  

S I I ~ I O ~ R I  

$31,210.00 

Cl9,000.00 

C 9,500.00 

I 
',?,59,710.oc 

- 
I i  

$ 3,121.00 

950.00 
i 

TO':',\L 

G34,331.00 

C l 9 , W . o ~  

~10,4-50.oc 
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Attachment 2: Map of Protected Areas 

SISTEMA MINIM0 
DE AREAS PROTEGIDAS 
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anta Clara Presenta 3 Xpos de 
Bosque 

a Joya Area Paleonlol6gica 
Barranca de Sisimico 

:omplejo Nancuchiname Bosques de Ceiba y 
Conacastes (alterado) 

aguna de Alegria 

jla San Sebastian 

Vtonales Pasaquina 

;omplejo Conchagua 

Presencia de Ausoles 
y Microflora 

playa de 6 m. de 
largo, vegelacik 
de playa, manglar 

Proyedo de Vida 
Silvestre, Habitat 
de espedes, aves 
migratorias 

Vegetadon de morro 

Transition Playa ro- 
cosa-Bosque dulce 

Refugio para aves 
marinas migratwias y 
residentes 

Producci6n y alirnen-- 
tacidn de especies marinas 

:omplejo Cacahuatique Espeues de flora propias 
de las tierras'medias, robledales; 
espeaes de fauna en peligro de 
extincibn 

Direcci6n Generalde Recursos Natwales Renovables 
Scmicio de Parques Nacionales y Vida Sitvestre 
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Attachment  5 :  i l c s  5 d c S C ~ I I ~ ~ I I I ~ ; ?  dc 1995 

C r i t e r i a  and Procedures  f o r  C o r n m u n i t  C o n s e r v a t i o n  P r o j e c t s  - Y 

a) Que sca prcscniado por g ~ p o s  r cco~~oc id :~  y accl~tndos CII la contut~idad. 

b) Quc tcllga uu luctie cocrlporwrlc de cor lscr~acio~~ a111bicr11a1 (Sttclo, ngua, bosquc, biodiversidad). 

c)  Quc I:, co~nu~iidad aporlc por lo IIICIIOS 30% dcl costo total. y lctiga los 11tcJio tlc sostclicr cl 
11roycclu CII  I b l ~ i o .  nano de  Obra, a c o p i o  d e  m a t e r i a l .  

. . 
6 ,  

d) Qt:c 10s proycclos Ic~tgarl UI I  coslo solicilado de  $ 4U.OUU.oo con10 I I I ~ X ~ I I I O .  I 

e) EI proyccto' l i cw quc ser ascsorado por UII  ~cc t~ i cu  dc I'I<OI\ESA. d .  

a) Que los..tdcnicos d: PROkESA co~~sullcc~ cot1 las co~~lullidades sobrc 10s Proycclos quc pueda~t 
caliknb. 

. ' ,  ' 
c) Quc la cotliunic!nd prxc~t tc  cl ilroycclo n hcol~~isir j i '~,  a 1r356s dci i i h i c o  quc 1"s 1~n:iscso~ado. 

1) La co::iisior~ tict~c (;::- rcu;~irsc cadit 15 d i x ,  :i 1 ; ~ ) .  1'rc)-ccius pc~ttlic~~lcs. 

1 '  .. 
c) L n  sc:ici~ud ;ic:~c quc l l c~ar  lils f i rws 2,: ;:ot 1,:. :t~cltos 3 ~ ~ t i c ~ ~ ~ b i - s  rlcl c!::ii:, sc.:~it:;i!lc ;' :!,:! - - .  

Ic.. ..ice. 

bill 



ANNEX 1 

ENVIRONMENTAL EDUCATION AND COMMUNICATIOS 

The Performance Data Tables for SO4 Results note that the term "environment" nerds to be 
investigated to determine the proper definition. This acknowledges the common~~onfusion 
between this term and "ecology". In the Policy Proposal.for Enlironmental Ed~rcarion it1 El 
Salvador developed by SEMA and GreenCom. environment is defined as "... a system made up of 
inter-related physical and social factors. which affects human life and at the same time is 
modified and affected by human actions". It goes on to include "...economics. politics. cultures 
etc ..." as social elements affecting the physical factors or natural world. This definition includes 
both ecological and sociological aspects of environment and. for the purposes of this evaluation. 
is sufficient. 

The above definition shows that GreenCom has a good understanding of the term environment 
and people who have participated with GreenCom in training or other activities are also 
beginning to understand the social and natural science aspects of environment. 'This basic ' 

understanding will help these groups to carry out effective environmental education and 
communication (EE&C) projects. 

GreenCOM and other participating institutions have suffered the effects of the institutional 
instability surrounding the PROMESA Project since the beginning. In spite of this. they have 
been able to make inroads into public and private institution. Their methodology has generally 
been participative and catalytic. People in counterpart positions have gained valuable 
experience. However, most institutions feel the need for an institutional entit) to assume the role 
of GreenCOM when the Project ends. They feel they will need support to continue efforts in 
environmental education. Needs include continued training, materials production. coordination. 
response to the variety of interests which are included in environmental education. assistance in 
programming and generating funds. 

GreenCOM has developed a strong resource in country to support continued efiorts in 
environmental education. An institutional structure is needed to continue this effort after 
GreenCOM closes out.Such an institution would generate funds, coordinate activities and 
respond to general needs in environmental education. Ground work should begin to spin off a 
national environmental education NGO. A marketing and fundraising strategy could be 
developed which would allow such an NGO to secure its future for as long as associated 
members feel it is needed. 

Start-up funding would be required for the proposed NGO (perhaps through FI.4ES) until a 
strategy for independence can be implemented. The NGO \vould be a sewice organization for 
other NGOs and government institutions. The activities camed out by the K G 0  \\odd be 
decided on by a coordinating hoard made up of representatives from associated SGOs and 



government entities and would be designed to fill needs defined h- the participants. This SGO 
should not stray from areas in which GreenCom already has experience. specifically training. 
EE&C methodologies and materials production. and journalist and media relations. 

This NGO should have the following resources to start: 

Trained and experienced personnel on GreenCom staft - 
GreenCom physical property. 
Working relations with a broad base of trained technical and professional people in both 
the public and private sector. 
Positive institutional and media ties 

This NGO should consider the following strategies: 

Limit focus to training and EE&C activities. 
Develop a diversified financial base. 
Develop a campaign personality to use in promoting the environmental message and 
identifying the institution. 
Develop a marketing strategy 

The NGO should investigate the following funding strategies: 

Tying into materials' development and training monies given to SGO's through FIAES. 
Sale of services in training. materials design and de\-elopment. and activities planning and 
management (seminars, outings and others) 
Joint materials' production to lower unit costs. 
Publishing of an alternative media in which advertising could be sold (requires careful 
planning and market research to select target audience). 
Development of fundraising strategies to secure donations. 

Request a specialist volunteer through Peace Corps with some background in social 
marketing or marketing. (The small business volunteers will arrive in March 1998 to 
begin work in late May 1998. If the request is made no\\ recruitment can begin in the 
U S .  so that the volunteer could be in the March 1998 training group. 

This NGO could continue to cany out some GreenCom activities and could begin to develop a 
focus on water. 

Recommended Areas of Effort 

1.  GreenCom should begin to look at establishing a fictirious figure to represent 
environmental issues in El Salvador. This figure should be sornerhing Salvadorans can identifv 



with and something that can visit any part of the country. A costume should be made and people 
trained in the use and care o f  the costume. This activity has potential for fund-raising. 

2. GreenCom should support the efforts of the Environmental Communication Department 
in the Ministry of the Environment (currently SEMA) in efforts to plan and cam.  out an 
Environmental Fair in El Salvador, assisting them in institutionalizing the Fair to make it an 
annual event. - 

3. Green Project should follow-up on efforts alreadj. made in the promotion of the creation 
of a Masters Program in Environmental and Natural Resources Management. Preliminan 
conversations and research have been carried out \vith the Universidad Centroamericana Jose 
Simeon Cafias with positive results. In order to support the growing need for qualified natural 
resource managers in El Salvador. the creation of a masters program would be an important first 
step. 

4. GreenCom should continue in 1997 to support efforts in the different unit-ersities to 
develop a broader understanding of the environment and environmental 
education/communication methodologies. These efforts could lead to the creation of new classes 
in existing programs or to new specialties in existing departments. 

5 .  GreenCom, in collaboration with MlMA and Abt. should develop \vith CEST.4. 
PANAVIS and other public and private agricultural organizations and sustainable development 
institutions a strategy for EE&C related to specific topics in a limited geographical area. 


